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ABSTRACT OF DISSERTATION

IMPORTANT ATTRIBUTES OF A BEHAVIORALLY-BASED COACHING CULTURE

Professional coaching is still considered an emerging field. Over the past 30 years,
professional coaches and researchers have worked to further this profession by developing
coaching competencies, exploring the nuances between various coaching modalities, and
developing models to explain the role of coaching in organizations. There remains, however, a
dearth of literature on coaching culture, including limited agreement on what it is and how it
should look in an organization.
This study aims to establish agreement by investigating the confluence of coaching
culture definitions and models present in industry and scholarly literature, and garnering input
from a sample of professionals from diverse industries. This multiphase multimethod study
provides an essential step, which has been largely missing in literature, establishing an
empirically derived foundation of important behaviorally-based attributes from which coaching
culture can be measured.
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CHAPTER 1. BACKGROUND
Professional coaching is still considered an emerging field. Over the past 30 years,
professional coaches and researchers have worked to further this field by developing coaching
competencies, exploring the nuances between various coaching modalities, and developing
models to explain the role of coaching in organizations. However, one must first understand
coaching as a profession – an occupation distinct from that of sports coaching – in order to begin
to understand the concept of coaching culture in organizations. Therefore, discussion begins with
the emergence of professionalization and continues with how coaching can be considered a
profession. I will examine some perspectives along the professional training and development
continuum to highlight a shift from a traditional training approach to a coaching approach that is
co-created by and supports the individual(s) within an organization.
Additionally, a review of the multidisciplinary theoretical underpinnings evident in
coaching (Ciporen, 2015) is warranted, to give context to professional training and development,
a common reason for an individual to utilize coaching. Culture will then be investigated from an
anthropological and organizational perspective, providing historical consideration and influence
on coaching studies. Finally, literature related to coaching culture will be introduced, including
its presence within organizations. A question that guides this inquiry is, “What are the
underpinnings that have influenced the concept of coaching culture and its emergence in
organizations?” The following discussion begins with a brief review of the development of
professionalism.
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Professionalization
The concept of professionalism has evolved and expanded over the past half century. In
the 1960’s, a phenomenon of work becoming more organizationally structured emerged.
Consequently, occupations sought recognition as bona fide professions, emphasizing the
organization as an entity (Hall, 1968). Hughes (1958) asked, “‘What are the circumstances in
which the people in an occupation attempt to turn it into a profession, and themselves into
professional people?’ and ‘What are the steps by which they attempt to bring about identification
with their valued model?’” (p. 45; Reed, 2018). Millerson (1964) later answered these questions
by defining profession as being “of higher-grade, non-manual occupation, with both subjectively
and objectively recognized occupational status, possessing a well-defined area of study or
concern and providing a definite service, after advanced training and education” (p. 10). He goes
on to explain professionalization as:
The process by which an occupation undergoes transformation to become a profession.
As with other forms of institutionalization, professionalization entails conformity,
internalization and sanction of specific norms…by members of a particular occupation.
Forming an association is the easiest method of inducing a normative pattern. By
assuming the structural features of established and acknowledged professional
associations, … to enforce standards of competence and integrity. Initially, the
organization attempts to build solidarity, to construct a 'community' pattern
differentiating the occupation from others. Ultimately, the aim is to create exclusiveness.
… members must proceed through stages of training, education and experience….
(Millerson, 1964, p. 10).
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As the professionalization landscape took shape post World War II, it took time to actualize as
Millerson (1964) posited. Over the years, an increase in the formation of professional bodies
(i.e., associations) took place, helping to legitimize occupations as professions and propel them
forward by providing guidelines for professional knowledge, conduct, and performance (Reed,
2018).
Training and Development
An increase in types of professions naturally lends to the emergence of professional
employees in need of necessary skills, and the evolution of workplaces and their environment to
respond to that need. A noticeable shift in the approach to training occurred in the mid-1900s,
from one that was primarily a standardized approach to a more individualized style of training
(Gagne, 1968). The groundwork was being established for professional training and development
that focused on individual needs to support a professional’s role, identity, loyalty, and, by proxy,
the organization’s mission. For this to prove beneficial, this concept of an organization being
supported by supporting training on an individual level, evaluation is necessary. Latham (1988)
discusses how that support might be measured:
Organizational support for training should be operationally defined as the extent to which
training objectives are linked to organizational objectives, the extent to which the training
objectives change as soon as there is a change in the organization's strategic emphasis,
and the extent to which training progress is viewed together with the progress made in
achieving the business plan…retraining workers should foster corporate loyalty and make
the work force more flexible and adaptable (p. 550).
In Campbell’s (1971) work on personnel training and development, Cronbach and Snow
(1969) are referenced as an example of extensive research, at the time, into how the delivery of
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instruction could be modified to accommodate individual learning needs. Contracted by the
Basic Research Branch of the Division of Elementary and Secondary Education of the U. S.
Office of Education, Cronbach and Snow (1969) investigate aptitude-treatment interaction. They
review numerous studies and approaches that utilized education, measurement, and
psychological theories. One of the studies that Cronbach and Snow investigate highlights the
situational influence of context on how an individual learns and responds. Related, they also
stress that individuals can learn a required role regardless of their characteristic or psychological
predisposition, meaning behaviors can not only be reinforced, but also established (Campbell,
1971; Cronbach & Snow, 1969). Campbell (1971) illuminates how the concepts surrounding
instruction transcend the field of education and could be applied more broadly to (adult) learning
and individual differences (e.g., professional training and development in organizations)
(Campbell, 1971; Cronbach & Snow, 1969; Gagne, 1967). Campbell (1971) suggests, for
example:
Rather than sending supervisors to human relations seminars …, we should provide them
with the correct behavior models and then reinforce the desired behavior with highly
valued rewards…it would require such a radical reorientation of organizational life...
However, the mass of data reviewed by Bandura suggests the awesome power of the
technique …” (p. 571).
Although the specifics of how an organization could begin this reorientation were not expounded
upon greatly, a notable element is the incorporation of modeling and positive reinforcement in
training. The suggested radical reorientation not only speaks to a shift in organizational culture,
but also an eventual entry point for professional coaching.
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Good Supervision
When an organization focuses on training, it serves in the best interest of the organization
by supporting the interests and development of individual employees. This can lead to increased
employee performance, thereby improving organizational performance (Agnuins & Kraiger
2009). A compilation of best practices in performance management by Smither and London
(2009) lists coaching as one of the recommended strategies for effective management. Well
before it became recognized as a profession, coaching was referred to as “really good
supervision” (Lewis, 1947, p. 316; as cited in Smither & London, 2009). In the late 1950s, Mace
and Mahler recommended that managers employ traits of coaching as a way to manage teams
(Mace & Mahler, 1958; as cited by DiGirolomo & Tkack, 2019). A mixed-methods study
conducted by DiGirolomo and Tkack (2019) investigated this notion. Qualitative results show
some of the most frequently coded themes that surfaced among interviewees, include “business
subjects in general,” “planning and goal setting,” “development,” “strategies, solutions, or
approaches,” and “obstacles, barriers, or challenges” (DiGirolomo & Tkack, 2019, p. 213).
These findings support other studies that show employee’s performance, self-efficacy,
establishment and attainment of goals, and identification of barriers and solutions related to
management style and training (Smither & London, 2009; Kahn et al., 2011). It should be noted,
however, that managers and leaders using coaching skills is not synonymous with being a
professional coach, but rather an employment of the characteristics of coaching, e.g., powerful
questioning, active listening, presence, creating awareness, managing progress and
accountability, etc. It exemplifies how coaching (skills) can be applied as a management style to
fosters team member development.
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Two other distinctions should be made around how coaching differs from both mentoring
and therapy. They may share similar elements (e.g., active listening, support, building trust), but
are distinct in the nature of the engagement. Mentorship, also an effective training and
development tool, is a relationship where one imparts knowledge or skill to another, e.g., master
and apprentice, teacher and student (Hunt & Michael, 1983). Therefore, it entails a powerdynamic between the two individuals where they are not on equal ground. Beyond education and
training requirements, differentiating between coaching and therapy can be challenging, not only
theoretically, but also in practice. Although they utilize similar techniques in building
relationship with the client, the intention and initiation of the engagement, topic(s) of
conversations, and goals for the session(s) are, and should be, quite different. Coaching focuses
on the present and is intended to be forward moving and tends to be geared toward reaching
goals that are often related to improving work performance and effectiveness (Bluckert, 2005;
DiGirolamo, 2015). Therapy brings attention to an individual’s history, such as trauma,
relationships, or unresolved issues, in order to facilitate emotional healing and personal growth
(Bluckert, 2005).
Coaching
Since defining and operationalizing an occupation is foundational to it becoming a
profession (Millerson, 1964), a definition is needed to differentiate what is and is not considered
coaching. Often, sports coaching comes to mind when someone hears the term coaching.
However, there are other industries that use the title of coach, e.g., personal coach, life coach,
health coach, etc. For the purposes of this study, we are referring to professional coaching. Even
under that umbrella term, there are several kinds of coaching modalities. Some of the more
common types include one-to-one coaching, such as business coaching or executive coaching;
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team coaching; and coaching supervision. Professional coaches can be independent, external
coaches who are contracted by an organization, or be employed within an organization as
internal coaches. There can also be managers or leaders who use tenets of coaching as a style of
supervision and management within their organization, i.e., managers and leaders using coaching
skills (Digirolamo & Thack, 2019).
Definitions
Coaching’s theoretical roots can be traced to several disciplines, such as management,
psychology, education, social science, philosophy, anthropology, communication science,
sociology, and adult learning (Brock, 2008; Ciporen, 2015; Lawrence, 2015). Such breadth in its
multidisciplinary heritage and applications, means having a single definition for coaching may
not be feasible, but they incorporate similar central principles, such as coaching being a
partnering relationship. “Coaching is not a simple intervention and its complexity derives from
the combination of diverse elements that are usually studied within a range of other applied
disciplines. Therefore, it is natural that the growing field of knowledge specific to coaching
draws on a multitude of interdisciplinary theories and knowledge sources” (Cox et al., 2014, p.
145).
While there is no universally accepted definition, there are some popularized perspectives
on coaching. One of the older, more commonly propagated definitions is by Whitmore (1995),
coaching is “unlocking a person’s potential to maximise their performance. It is helping them to
learn, rather than teaching them” (p. 8). Passmore and Jastrzebska (2011) align with the
paradigm which asserts that the coachee has all they need within themselves, and a coach is a
responsible for asking the right questions to help the coachee realize the answers; a “guided
discovery” (p. 3) Their perspective is drawn from the definition that coaching is more of a
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“Socratic based future focused dialogue between a facilitator (coach) and a participant (coachee
client), where the facilitator used open questions, active listening, summaries and reflections
which are aimed at stimulating the self-awareness and personal responsibility of the participant”
(Passmore & Fillery-Travis, 2011).
The following are widely supported definitions from recognized leaders in the profession,
the two largest coaching credentialing organizations in the world. The European Mentoring and
Coaching Council (EMCC; 2018) defines coaching and mentoring together as “a professionally
guided process that inspires clients to maximise their personal and professional potential” (p. 3).
EMCC (2018) considers coaching as a “structured, purposeful and transformational process,
helping clients to see and test alternative ways for improvement of competence, decision making
and enhancement of quality of life. Coach (or mentor) and client work together in a partnering
relationship on strictly confidential terms” (p. 3).
EMCC (2018) distinguishes the coaching relationship roles:
“In this relationship, clients are experts on the content and decision making level; the
coach (or mentor) is an expert in professionally guiding the process…Serving the clients
to improve their performance or enhance their personal development or both, choosing
their own goals and ways of doing it; and interacting with each person or group by
applying one or more relevant methods, according to standards and ethical principles set
up by EMCC and other professional associations” (p. 4).
The International Coaching Federation (ICF; n.d.) defines coaching as “partnering with clients in
a thought-provoking and creative process that inspires them to maximize their personal and
professional potential.”
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This study adopts the coaching definition offered by ICF because it is integral to ICF’s
Core Competencies (2019b), also used in this study, which were developed using the ICF
definition. Both ICF and EMCC, the two largest professional coaching organizations globally,
have developed and promulgate core competencies of which their coaches are expected to
demonstrate and be assessed. While there are similarities among the competencies between the
two organizations, ICF Core Competencies (2019b) were used as a reference because ICF has
the larger global footprint according to membership and credential holders. As of August 2021,
ICF has 41,551 members in 150 countries and territories, and 140 chapters in over 80 countries
and territories (ICF, 2021). Whereas, EMCC had 10,000 members in 85 countries as of
December 2020 (EMCC, 2021). Based on these numbers, one could conclude that ICF Core
Competencies are the most widely accepted, and thus the reason they were used as reference to
represent (core) elements of coaching in this study.
Competencies
It is a commonly held stance that a coach does not need to have the same educational or
professional background as their client, since they are not acting in the role of a mentor. Rather,
credentialed professional coaches receive training in how to facilitate and guide sessions in such
a way that helps raise awareness within their client and move them toward their intended
outcome(s) (Salter & Gannon, 2015). Competency models from training and credentialing
bodies, such as ICF and EMCC, often include in their frameworks that ability to facilitate and
guide in this manner. For example, ICF’s model offers eight core competencies, with subcompetencies outlined, and grouped into four thematic clusters. They are outlined in Table 1.1 to
demonstrate how they echo aforementioned principles (ICF, 2019b).
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Table 1.1 ICF Core Competencies
Competency

Characteristic
Setting the foundation

1. Meeting Ethical Guidelines and Understanding of coaching ethics and standards and
Professional Standards
ability to apply them appropriately in all coaching
situations.
2. Embodying a Coaching
Mindset

Ability to maintain a reflective practice that cultivates
a mindset that is open, curious, and flexible, as well as
attentive to and supportive of the client.
Co-Creating the relationship

3. Establishing the Coaching
Agreement

Ability to understand what is required in the specific
coaching interaction and to come to agreement with
the prospective and new client about the coaching
process and relationship.

4. Coaching Presence

Ability to be fully conscious and create spontaneous
relationship with the client, employing a style that is
open, flexible and confident.
Communicating Effectively

5. Active Listening

Ability to focus completely on what the client is
saying and is not saying, to understand the meaning of
what is said in the context of the client’s desires, and
to support client self-expression.

6. Powerful Questioning

Ability to ask questions that reveal the information
needed for maximum benefit to the coaching
relationship and the client.

7. Direct Communication

Ability to communicate effectively during coaching
sessions, and to use language that has the greatest
positive impact on the client.
Facilitating Learning and Results

8. Creating Awareness and
thereby achieve agreed-upon
results.

Ability to integrate and accurately evaluate multiple
sources of information and to make interpretations that
help the client to gain awareness.

Note. Recreated and used with permission. Adapted from the Updated ICF Competency
Model (ICF, 2019b).
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Although there are various schools and programs for coaches, many of the competencies are
universal within the profession and would be recognized in training materials (DiGirolamo,
2015). A number of coaching models and techniques exist for coaches, which offer them a
structure to apply these competencies and a way to achieve similar results, i.e., achieving the
client’s goals.
Tools, Techniques, and Models
Professional coaching is also not restricted to specific set of tools, techniques, or models.
Because these terms can be conflated or used interchangeably, Russell (2011) defines them
individually to help make clearer distinctions between what resources coaches use in their
practice. A tool is related to measurement or assessment (Russell, 2011), e.g., a coach may want
to do a use a personality assessment to gain insight into who their client is and their values or
what motivates them, to assist them in reaching desired behavior change (DiGirolamo, 2015). A
technique is how a coach interacts with their client during the coaching session(s) (Russell,
2011), e.g., a coach may use the technique of role-playing to help a client prepare for a new role,
or practice new conflict management skills to deal with a challenging person or situation
(DiGirolamo, 2015). A framework relates to a theoretical model that may provide guidance for
what to include in the coaching relationship, depending on the client’s purpose (DiGirolamo,
2015; Russell, 2011). One model may work with a client but not another, or in one session but
not the next. Coaches are trained to be present and aware, reflective, and adapt to a client’s
needs, essentially tailoring their interactions. Several factors can influence what a coach may use
with a client, and that may differ depending on what may come up in a session. Although
coaches may use several models to guide that process, there is conformity in the profession
found in the adherence to a core set of coaching competencies and code of ethics (Millerson,
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1964; ICF, n.d.; EMCC, n.d). Professional coaches endorsed by associations are generally
required to complete a coaching training program, experience coaching in various modalities
(e.g., as a coach and coachee), and actively engage in continued education (ICF, n.d.; EMCC,
n.d.).
Coaching Industry
Though professional coaching is relatively young, and even still developing, it is well
represented globally. As previously mentioned, the two major players in coach training and
credentialing are the ICF and EMCC. Both professional associations were founded in the early
1990s, have accreditation, credentialing, large individual memberships, as well as organizational
memberships. Sometimes different terminology is used but carry similar meaning. For instance,
EMCC offers a Global Individual Accreditation (EIA) and ICF offers a credential for one of
three levels; associate certified coach (ACC), professional certified coach (PCC), and master
certified coach (MCC). Numbers tend to fluctuate, but most recent reports indicate that EMCC
has 4,784 individual EIA holders and over 6,000 members in 61 countries. ICF reported 26,345
credentialed coaches in 119 countries and a total membership of 36,848 members in 145
countries (ICF, 2019a). Additionally, coaching had an estimated annual revenue of $2.356 billion
(USD) in 2015 (ICF, 2016, p. 74). The professional associations, member numbers, and revenue
demonstrate coaching as a unique profession that it is not restricted to a discipline or country.
Throughout the past half century, professional coaching grew from an intervention to a
bona fide profession that offers formal education, professional associations and memberships.
The profession of coaching continues to grow in popularity, being credited for goal setting and
achieving, effective management, training and development, and improving performance of
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employees and thereby the organization. Emerging as a result is a growing interest in developing
coaching culture in organizations.
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CHAPTER 2. LITERATURE REVIEW
Professional coaching is still considered a young profession, and coaching culture an
even newer concept. As a result, there is limited literature available that focuses on investigating
the concept, existence, evolution, or evaluation of coaching culture within organizations
(Clutterbuck & Megginson, 2005). Since the study of coaching culture is strongly influenced by
the study of culture, culture as an anthropological construct is reviewed.
Culture
The term culture has become part of vernacular in conversations across varying arenas.
For example, when someone references a person as being cultured, they are denoting an
enrichment of self. People may make a pop culture reference, indicating what is popular in
present-day, typically among a younger demographic and perpetuated in social media. In 2020, a
new term entered the vernacular scene – cancel culture, referring to canceling of events due to
the effects of Covid-19 pandemic, or sponsorship canceled due to sponsors not wanting to be
affiliated with the promotion of viewpoints by public figures – such as social media influencers,
that are seen as problematic and not aligning with a company’s political or social standpoint.
Culture can also refer to a civilization, which aligns more with scholarly research of
anthropological and sociological origins. Edward Tylor, an anthropologist in the 1800s, defines
culture as “that complex whole which includes knowledge, belief, art, morals, law, custom and
any other capabilities and habits acquired by man as a member of society” (as cited in Chanchani
& Theivanathampillai, 2009, p 1; Hofstede et al., 1990, p 311). Although Tylor’s definition is
one of the earliest recorded in scholarly literature, there are many definitions for culture.
Kroeber and Kluckhohn (1952) curated a review of numerous concepts and definitions of
culture (Chanchani & Theivanathampillai, 2009). They identified 164 definitions for culture,
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with over half of those definitions attributed to anthropologists (Bidney, 1954). While a digital
copy of the book was unavailable, a book review provided insight into some key points, along
with critique of some of Kroeber and Kluckhohn’s claims (Bidney, 1954). Kroeber and
Kluckhohn do not offer their own definition in this classic study, but rather present a summary of
definition components:
Culture is said to consist of patterns, explicit and implicit, of and for behavior acquired
and transmitted by symbols, including their embodiments in artifacts; the essential core
of culture consists of traditional ideas and especially their attached values; culture
systems may be considered as products of action and as conditioning elements of further
action (p. 181) (as cited by Bidney, p 489).
Kroeber and Kluckhohn recognize values as one of the core elements of the organization of
culture (p. 171) - not to be confused with organizational culture, which is discussed later.
Bidney (1954) points out how Kroeber and Kluckhohn draw attention to values as a
manifestation of culture systems, while viewing those social systems and structures as
abstractions. Kroeber and Kluckhohn claim that culture should be understood as “an organization
of symbols in abstraction from the other components of action” or abstraction of “forms or
patterns from behavior” (Bidney, 1954, p. 489). These views align with Kluckhohn’s (1951)
assertion that culture is transferred “mainly by symbols, constituting distinctive achievement of
human groups, including the embodiments in artefacts” (Chanchani & Theivanathampillai,
2009). The review and stance provided by Kroeber and Kluckhohn are met with some criticism.
Some sociologists criticize that the two authors do not fully explain what is meant by abstraction.
Similarly, some anthropologists criticize Kroeber and Kluckhohn (1952) for having “confused
the concept of culture, which is a logical construct, with the actual, existential culture, which is a
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distinctively human mode of living and acting” (p. 155). Clarifying that [human] behavior is a
“patterned process [that] constitutes actual culture” rather than merely being “a precondition of
culture” (Kroeber & Kluckhohn, 1952, p. 155). Critiques aside, Kroeber and Kluckhohn offer a
comparative and conceptual examination of various definitions, available at their time, of culture
and their underlying premises. Their review also shows that there is not a consensus or single
definition, and thereby no uniform application of culture. This is evidenced among studies on
culture within organizations.
Organizational Culture
Terms such as corporate climate or corporate culture appeared in American academic
literature, particularly relating to management, in the early 1960s and 1970s (Hofstede et al.,
1990). However, the introduction of organizational culture as a construct is attributed to
Pettigrew (1979), in his longitudinal-processual analysis of a British boarding school (Hofstede
et al., 1990). Historical data from 1934 birth of the school to 1968, as well as qualitative and
quantitative data, had been collected through interviews. Additionally, surveys were
administered over a three-year period, starting with a significant structural change within the
school in 1972. This change altered the population so much that Pettigrew saw an opportunity to
investigate the concepts and processes related to emergence of, essentially, a new organization
and the related organizational culture that evolved as a result.
One method for viewing the decay, transformation, and evolution of an organization, in
this instance a school, is to focus on “social dramas” that occur during that (continuous social)
process (Pettigrew, 1979). In this, the method also relates to questions of organizational goals,
and to changes in systems of beliefs, power relationships, and culture. Ultimately, the objective
of this method of analysis is to elucidate how “purpose, commitment, and order are generated in
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an organization both through the feelings and actions of its founder (or leader) and through the
amalgam of beliefs, ideology, language, ritual, and myth we collapse into the label of
organizational culture” (Pettigrew, 1979, p. 572). The other objective relates to organizational
behavior, and how “purpose, commitment, and order are created in the early life of an
organization” by looking at the creation of “symbols, languages, beliefs, visions, ideologies, and
myths” by its members along that continuum of evolution (Pettigrew, 1979, p. 572). Pettigrew
provides a seminal study in the introduction of the construct of organizational culture and how it
might be analyzed. He draws attention to the interconnectedness and overlapping of cultural
concepts, specifically their value in understanding the creation and evolution of an organization
and its culture. However, he does note that these concepts are not necessarily universal in their
application across (all) organizations, leading to the idea that researchers may study
organizational cultures through the theoretical lenses of their respective disciplines.
Smircich (1983) also conducted a review on the concept of culture for purposes of
organizational analysis. In her work, Smircich investigates the confluence of culture theory and
organizational theory – how culture has developed in organizational studies. She noted five
thematic categories of investigation that surfaced in studies related to organizational culture.
Smircich (1983) also claims the various ways in which researchers conceive of organization and
culture influence the ways they use the concept of culture in their work. Smircich identifies
themes of inquiry among organization and management research; coaching culture is among
them. She also outlines the supporting and complimenting theories that researchers use to guide
their work in both disciplines, anthropology with the concepts of culture and organization
development with the concepts of organization. For example, the notion that “culture functions
as an adaptive-regulatory mechanism and unites individuals into social structures” is an
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anthropological concept of culture (1983, Smircich, p. 342). While, the thought that
“organizations are adaptive organisms existing by process of exchange with the environment” is
an organizational theory (1983, Smircich, p. 342). Smircich explains that the use of both cultural
and organizational theories guide inquiries into corporate culture, illustrating how combining
theories provides a particular lens for analysis.
In comparative management, another theme identified in organizational and management
research, culture is considered as an independent variable. The broader context of culture (e.g.,
national culture) is seen as being imported or evident in organizations and represented in the
patterns of attitudes and behaviors by individual members of that organization, while in
corporate culture research, culture is considered through the lens of a systems theory framework.
This research perspective holds (organizational) culture as the “social or normative glue that
holds an organization together” (1983, Smircich, p. 344). Schein (1984) defines culture simply as
“a set of shared meanings that make it possible for members of a group to interpret and act upon
their environment” (p. 3). Schein goes on to define organizational culture as:
The pattern of basic assumptions that a given group has invented, discovered, or
developed in learning to cope with its problems of external adaptation and internal
integration, and that have worked well enough to be considered valid, and therefore, to be
taught to new members as the correct way to perceive, think, and feel in relation to those
problems (Schein, 1984, p. 3).
To truly understand a culture, one must understand the cultural paradigm associated with
the culture in question. In order to understand cultural paradigms, underlying assumptions need
to be investigated, uncovered, and attempted to be understood to better determine values and
behaviors associated with a specific group. Underlying assumptions are typically just that,
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underlying, foundational. However, they usually result from exposure, learning, normalized
reinforcement, and presentation (by cultural members), which become ingrained and
unconscious over time, becoming adopted values. Meaning, awareness of the why fades and
people may not be able to immediately be able to say why they do a certain thing a specific way
or hold a particular belief. Assumptions, when they are interrelated and form a pattern, become
the structure known as a cultural paradigm. A way to gain insight into a cultural paradigm, then,
is to bring those underlying assumptions to the forefront by asking the right questions that bring
awareness back to the why and how members of a culture perceive, think, and feel (1983,
Schein, p. 3-4).
Schein (1984) notes that cultural paradigms in organizations are adapted versions of their
broader cultural paradigms. Pointing to Kluckhohn’s (1961) work, Schein suggests that “logical
categories” are needed to study cultural paradigms, regardless of group size (1983, Schein, p. 5).
Schein offers the following as logical categories to analyze underlying assumptions around
which cultural paradigms are formed - the organizations relationship to its environment, the
nature of reality and truth, the nature of human nature, the nature of human activity, and the
nature of human relationships (1983, Schein, p. 6). Three elements that are apparent in the
reviewing literature on culture are values, behavior, and artifacts. These categories could guide
the formation of the right questions to ask.
Hofstede highlights values in his studies on culture and organizational culture, indicating
that they are the “building blocks of culture” (Chanchani & Theivanathampillai, 2009, p. 1).
Hofstede et al. (1990) conducted a mixed-method study on organizational culture across 20 units
(e.g., departments) within 10 different organizations from three sectors; private manufacturing
industry (e.g., electronics, consumer goods), private service industry (e.g., banking, trade), and
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public institutions (e.g., telecommunications, police). Two of their research hypotheses,
interrelated on the topic of measuring the construct both qualitatively and quantitatively, are
highlighted: 1) Membership in one organization rather than another explains the significant share
of the variance in members answers to questions dealing with culture-related matters. 2) If
organizational cultures can be measured in this way, analysis would produce a discrete number
of independent dimensions and that these dimensions should correspond to issues covered in the
organizational literature (Hofstede et al., 1990, p. 287).
In the first phase, researchers used literature to inform their in-depth interviews. They
arrived at four categories to classify manifestations of culture: symbols, words, gestures,
pictures, objects; heroes, persons possessing desirable characteristics who model behavior;
rituals, collective activities that may seem unnecessary to an outsider but are fundamental within
the culture of inquiry; and values, at the core of the manifestations, and thereby culture (Hofstede
et al., 1990). The researchers identify values as “feelings that are often unconscious and rarely
discussable, that cannot be observed as such but are manifested in alternatives of behavior”
(Hofstede et al., 1990, p. 291).
In the second phase, a 135-question survey was administered to a random sample of
participants from each of the units, resulting in 1,295 completed questionnaires. The questions
were created with the aim to collect information on the same four types of manifestations of
culture (i.e., symbols, heroes, rituals, and values). They came from existing and previously
disseminated surveys or were developed based on the interviews from phase one, (Hofstede et
al., 1990, p. 294). Items related to the four types of cultural manifestations are labeled as
practices and values, with the first three considered practices items; practices items refer to what
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the respondent feels “is” while value items describe what the respondent feels “should be”
(Hofstede et al., 1990, p. 294).
Hofstede et al. (1990) use analysis of variance (ANOVA) to test their first hypothesis on
organization membership and multivariate analysis to test their second hypothesis on
independent dimensions. Both hypotheses are supported. Among the questions on culture,
membership in an organization is found to explain the variance in survey responses. Related to
dimensions, researchers found six independent practice dimensions that are established in
organizational theory literature (Hofstede et al., 1990, Table 3, p. 303).
Coaching Culture
In the 1990s, coaching began to be used in organizations as a way to support executive
leadership and improve performance. For those organizations who heavily bought into the idea
of and systemic benefits of professional coaching, it eventually became recognized as part of
their (organizational) culture. As coaching became embedded in an organization’s culture, it was
seen as evolving into a culture of its own.
As with culture, organizational culture, and coaching, multiple definitions are available
for coaching culture. Hawkins (2012) defines coaching culture as something that “exists in an
organization when a coaching approach is a key aspect of how the leaders, managers, and staff
engage and develop all their people and engage their stakeholders, in ways that create increased
individual, team, and organizational performance and shared value for all stakeholders” (p. 21).
Clutterbuck et al. (2016) defines it as when “the principles, beliefs and mindsets driving people’s
behavior in the workplace are deeply rooted in the discipline of coaching” (p. 9). A simplified
definition of an earlier operationalization is of coaching being seen as “the predominant style of
managing and working together, and where a commitment to grow the organization is embedded
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in a parallel commitment to grow the people in the organization” (Clutterbuck & Megginson,
2005, p. 19). A foundational element, among various definitions, for the establishment of a
coaching definition is that “coaching is a dominant theme that runs across the organization and is
a fundamental manner in which people engage with each other” (Milner et al, 2020, p. 2).
Industry Research
Studies on coaching cultures in organizations can vary in approach and design, similar to
those previously mentioned. The International Coach Federation (ICF) and the Human Capital
Institute (HCI) partnered on a multi-year study to investigate the state of coaching within
organizations (HCI & ICF, 2016). In their research, they investigate different aspects of coaching
culture. First, they study components necessary for building a coaching culture (HCI & ICF,
2014), which established a foundation from which to continue their subsequent research looking
at employee engagement (HCI & ICF, 2015), managers and leaders (HCI & ICF, 2016),
millennial leaders (HCI & ICF, 2017), and change management (HCI & ICF, 2018). Following
are summaries and key findings from two of their studies.
The aim of ICF and HCI’s first study is to “determine components of a successful
coaching culture” (HCI & ICF, 2014, p. 4). To do this, ICF and HCI researchers created a sixitem composite index to highlight those “critical success factors” seen as necessary in developing
an “environment of effective coaching” (HCI & ICF, 2014, p. 4). Although they do not detail
how they decided upon or developed the six-items to be included, the researchers used the
following definition to guide their study for understanding what is meant by successful,
“coaching culture is built on organizational and leadership beliefs and practices that reflect
coaching as a strategic business driver and critical talent management tool developing the
company workforce as a whole” (HCI & ICF, 2014, p. 4).
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Over 500 professionals, from all of the major geographic regions, responded to the
coaching culture survey. Top industries represented among respondents are in financial
services/real estate/ insurance, government, and health care; while the top job functions include
human resources/talent management, learning and development, and executive management.
In their research, ICF and HCI find that several attributes are shared among organizations
that have a strong coaching culture index. These shared attributes include coaching being valued
by employees as well as senior executives, a dedicated line item in the budget, coach training
being provided to managers, and coaching activities being considered an integral part of the
internal coaches’ and managers or leaders’ weekly schedule (HCI & ICF, 2014). However,
before an organization can have a coaching culture, leadership must have an understanding of
why it is important to the organization as a whole. For example, employees who have access to
and utilize coaching for professional development, improve their skills and have higher levels of
engagement. This can translate to stronger financial performance for the organization.
ICF and HCI determine five key components for designing a successful coaching culture;
establish organizational support, offering different types of coaching modalities, make coaching
available to all employees at all levels, provide regular intervals of coaching, and clearly define
roles for each modality that is used (HCI & ICF, 2014). They also identified three main barriers
to establishing and maintaining a successful coaching culture; lack of time, limited ability to
measure return on investment, and budgetary constraints (HCI & ICF, 2014, p. 16). This
underscores other elements for an organization and its leaders to consider when building a
coaching culture. Related, leaders should consider how they will identify and train coaches (e.g.,
for internal coaches or managers and leaders), or what type of training is required if brining in
external coaches, and how will the coaching initiative be implemented and evaluated (e.g.,
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dealing with potential barriers, funding, and return on investment). Due to the growing demand
for coaching in organizations and lack of operational strategies available, ICF and HCI attempt
to help fill that gap from an industry perspective. They do this by providing insights into how an
organization can build a coaching culture that benefits the organization and its employees at all
levels.
In ICF and HCI’s second study, they build upon work from the 2014 study on building
coaching culture, looking at it through the lens of employee engagement and whether it has
increased (HCI & ICF, 2015). Researchers from both organizations disseminated a 20-question
survey to their respective mailing lists and received responses representing 300 organizations.
The survey targets employees who work in human resources (HR), talent management, and
learning and development within their organization. It utilizes branching logic to exit
respondents or pipe them to questions based on exclusion and inclusion criteria. For instance,
respondents who are solely professional coaches, or whose organization has no presence of
coaching were excluded, or if their organization does not measure engagement, they would skip
questions related to levels of engagement.
Study results indicate that one reason coaching culture is built in organizations is to
improve low engagement among their employees (HCI & ICF, 2015). Conversely, stronger
coaching cultures are correlated with both higher employee engagement among each employee
segment (e.g., entry-, mid-, senior-levels and high potentials) and stronger financial performance
within organizations (HCI & ICF, 2015, p. 6). Researchers do not indicate whether there is
correlation between those outcomes, however. ICF and HCI look at what shifts are evident in
coaching that might influence the increase of employee engagement. Compared to the 2014
study, the frequency percentage of coaching increased both in use within organizations and
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across all three modalities; external and internal coaching, and managers and leaders using
coaching skills. Among the organizations represented by the respondents, all modalities are
offered to all employees at all levels. However, some modalities are noticeably offered more
often to employees in certain areas, e.g., external coaching is offered most often to the seniorlevel positions and to high potentials second most often. When respondents were asked about
reasons their organization offered coaching, a majority indicated that organizations offer
coaching practices to improve engagement. Additionally, those with a high coaching culture
index (i.e., strong coaching culture) said it was for employee development; with development
being interrelated with engagement. Some recommendations from ICF and HCI’s second study
are similar to those proffered in the 2014 study; making coaching available to all employees at
all levels and dedicating funding toward it. From the 2015 study, ICF and HCI also suggest
measuring the impact of coaching on employee engagement. In this way, organizations can share
with stakeholders how coaching is an effective form of professional development for employees,
thus reinforcing its own coaching culture (HCI & ICF, 2015).
Scholarly Research
Lindbom (2007) states that the culture of an organization is the “combination of its
values, formal and informal processes, people, traditions, and expectations” (p. 102). Then, goes
on to explain a culture of coaching as “one in which the regular review of performance and justin-time feedback is expected” (Lindbom, 2007. p. 102). Additionally, a culture of coaching sets
expectations for that feedback, whether positive or constructive, that is “specific, behavioral, and
results-based” (Lindbom, 2007. p. 102). Establishment, commitment to, and consistency of these
expectations, from an organizational and leadership standpoint, are elemental to establishing and
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maintaining a coaching culture. One reason for this is because it helps managers know what
behaviors are important to foster.
Although Lindbom (2007) offers more of a literature review than a study design as
provided by ICF and HCI, the same basic recommendations are given for how to create a
coaching culture. One of Lindbom’s main suggestions is to have tools, support, and resources
available to mangers. The goal being to help them develop their own skills, know expected tasks
and behaviors from organizational leadership, provide methods for reviewing employee
performance to ensure alignment with expectations, and assist employees if not. Interestingly, it
is not until later in the review that Lindbom recommends actual coaching as a resource. Lindbom
refers to managers only, rather than managers and leaders as in previously discussed studies.
Internal and external coaches are suggested as a resource for managers to “more effectively
prepare for and provide feedback and guidance to their employees,” rather than for all employees
at all levels as recommended by ICF and HCI studies (Lindbom, 2007, p. 104; HCI, 2016).
These two coaching modalities (internal and external) are offered as a way for managers to
develop “coaching ability” for interacting with and engaging employees. The industry research
conducted by ICF and HCI bears out Lindbom’s claim.
Lindbom (2007) provides an academic and conceptual review of coaching culture
elements, whereas Lawrence (2015) offers an intervention case study on building coaching
culture. Specifically, coaching culture in a multi-national organization. A two-year two-pronged
program – consisting of executive coaching and workshops on coaching skills – targeted high
potentials seen as potential senior leadership. The purpose of the executive coaching arm of the
study was “to cultivate the constructive behaviours required to deliver long term sustained
performance at [organisation]” (Lawrence, 2015, p. 2). Nine coaches were chosen based on three
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inclusion criteria; experience working with senior management, obtainment of coaching
credentials, and a form of behavioral science training. These nine coaches were assigned to and
coached fifteen potential leadership successors. Over the two years, the potentials participated in
eight coaching engagements and subsequent debrief sessions. Progress was monitored by
management, including review of goals and outcomes. The workshops on coaching skills
consisted of four modules which covered listening, asking questions and giving feedback (e.g.,
GROW model coaching process), as well as managing emotions and resistance. The four
modules were delivered as two one-day workshops, up to six weeks apart (Lawrence, 2015).
Each workshop was limited to 10 participants. Interviews were conducted after the program’s
completion as a form of systemic evaluation of the overall intervention and its impact on the
organization.
Findings from the Lawrence (2015) study show that coaching (alone) did not
significantly change the participants’ view of coaching as a whole. Through the interview
process, Lawrence discovered that some participants came into the assignments with a
misconception of what coaching was, thereby expecting a more directive engagement. In other
words, they expected to be told what to do and to be given advice, rather than being more of a
mutual participatory experience of co-creation. Participants were more favorable toward the
workshops on coaching skills, valuing the methodologies and resources that were provided.
However, the effects seem to diminish after about six months (Lawrence, 2015).
The Lawrence (2015) study gives an example of how a geographically diverse
organization attempted to build a coaching culture. However, it is limited in that it focused only
on a segment of its employees, e.g., high potentials. The two-year program appeared to be more
of a single intervention, rather than infiltrating the organization’s cultural fibers, lacking
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aforementioned key components of a coaching culture; e.g., offering elements of coaching to all
employees at all levels, a coaching framework and a guiding coaching definition. All which set
expectations for the coaching (e.g., professional development) and impartation of sustainable
coaching skills (e.g., among managers and leaders).
Coaching in Organizations
Awareness and understanding of culture, specifically in an organization, is essential for
managers and leaders to lead (Schein, 2010). Theeboom et al. (2013) conducted a meta-analysis
on the effects of coaching on individual level outcomes in an organizational context. Out of 107
articles queried, 18 studies met their inclusion criteria. They assigned outcomes of each study
into one of five categories: performance and skills, well-being, coping, work attitudes, and goaldirected self-regulation (Theeboom et al., 2013). They considered self-reporting data, calculated
effect sizes using Hedges g, used Cochran Q statistic for heterogeneity between studies, and
conducted meta-regression analysis on the influence of the number of coaching sessions on
outcomes. The results indicated that the effectiveness of the coaching interventions was not
limited to number of sessions, meaning coaching could be effective in both short and long-term
engagements. However, the effectiveness did have a positive correlation with number of
coaching sessions. Results from the meta-analysis also showed that coaching had positive effects
on each of the outcome categories, supporting coaching as an effective tool in organizations
(Theeboom et al., 2013).
ICF in partnership with Human Capital Institute (HCI), conducted a study on coaching
culture in organizations (HCI, 2014). They developed a 20-question survey to evaluate the
establishment of coaching culture ‘values’ within organizations; the “building blocks of culture”
(Chanchani & Theivanathampillai, 2009, p. 1). The survey was disseminated to professionals
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working in human resources, talent management, and in learning and development roles. Out of
726 respondents, a sample of 545 respondents met the criteria for inclusion, i.e. worked in one of
the three mentioned professional roles. Sample demographics indicate representation from 20
different industries, 15 job functions, and eight seniority levels (HCI, 2014).
The survey included questions about perceptions of the various of aspects of coaching,
specifically within the respondent’s organization (of employment). For instance, some of the
questions inquired about perceived advantages or disadvantages, and reasons for offering
coaching (see Table 2.1). Other questions ask about modalities of coaching offered; internal and
external coaching, as well as managers or leaders using coaching skills. Findings show that 32%
of organizations used of all three modalities. Of the organizations that offered external coaching
services, 65% of them also offered internal coaching, while having managers or leaders using
coaching skills was present in 91% of the organizations (HCI, 2014).
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Table 2.1 Coaching Modalities: Reasons, Advantages, and Disadvantages
Type of
Coaching
External
Coaching

Use by
Organizations
53%

Top 3 Reasons
for Using

Top 3 Perceived
Advantages

Top 3 Perceived
Disadvantages

• Leadership
development
and strategy

• Level of coach
training or
experience

• Cost

• Improve
communicati
on skills

• Ability to coach
executives

• Improve
teamwork

• Maintaining
confidentiality

• Knowledge of
company
culture
• Knowledge of
company
politics

Internal
Coaching

50%

• Leadership
development
strategy
• Increase
employee
engagement
• Improve
teamwork

• Knowledge of
• Level of coach
company
training or
culture
experience
• Accessible
• Role Clarity
resource to the
• Maintaining
organization
confidentiality
• Development of
coaching culture

Managers or
Leaders Using
Coaching
Skills

82%

• Leadership
development
strategy

• Knowledge of
company
culture

• Level of coach
training or
experience

• Increase
employee
engagement

• Development of
company
culture

• Maintaining
confidentiality

• Increase
productivity

• Knowledge of
company
personnel and
operations

• Role clarity

Note. Recreated and used with permission from DiGirolamo (2015, p. 14). Adapted from
Building a Coaching Culture by Human Capital Institute & International Coach Federation,
2014, p. 8, 9, 12. Copyright 2014 by the Human Capital Institute.
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Coaching Culture in Organizations
The foundation for coaching culture is grounded in both coaching and culture and
organizational culture literature. Coaching culture’s foundation is steeped in the theoretical
building blocks of anthropological culture and organizational studies. Drawing from these more
mature disciplines can guide further development of, and thus, use and application of coaching
culture. A common thread in the building blocks of coaching culture is behavior, whether it be
personal or professional goal setting; personal, team, or organizational performance; or shifting
how people relate to one another such as managers and leaders use coaching skills with their
employees. Coaching not only helps an individual’s personal growth, but can also support an
organization by effectively aiding employees in their professional learning and development,
skill acquisition, and goal attainment. Crafting a working environment that is supportive of its
employees and encourages continued professional training and education, organizations are
seeing the systemic value in offering coaching as one of those options to for development. These
are the beginnings of creating a culture of coaching.
Research Questions
It may be evident by now, the inquiry into culture and coaching culture provides, for
either one of them, multiple definitions rather than a unifying singular reference. Rather than
espousing one definition for culture in this study, the culture literature is used to create a
taxonomy of culture elements. The culture taxonomy is later employed to contextualize the study
of coaching culture and synthesize its various definitions.
The following research questions guide this study on coaching culture in organizations:
•
•
•

What does mean to have a coaching culture in an organization?
What are the characteristics of coaching culture definitions and models across
professional coaching literature?
How do professionals from diverse industries view coaching culture in an organization?
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CHAPTER 3. METHODOLOGY
The presence of coaching culture in organizations cannot be measured without coaching
culture first being defined. Without an agreed upon definition, an additional systematic review is
conducted to specifically ascertain the various coaching culture definitions and models present in
literature. These definitions and models are integral to this study and form the foundation from
which it is conducted. Through qualitative thematic analysis, themes are used to produce a list of
coaching culture attributes to inform the development of items related to those attributes. This
dissection of literature into thematic segments to investigate their relationships is the sequencing
of coaching culture (Schein, 1985).
In the absence of a definition, a subject must be dissected to understand what it consists
of before it can be defined. This study attempts to this for coaching culture, using a multiphase
multimethod study design:
•

Phase 1: literature review of coaching culture definitions and models; develop a
taxonomy of reference types; deductive coding of literature reference types.

•

Phase 2: inductive coding of coaching culture literature from Phase 1.

•

Phase 3: literature review of culture elements; develop a taxonomy of culture; deductive
coding of coaching culture themes and core coaching competencies.

•

Phase 4: develop survey with MaxDiff exercises and SME review.

•

Phase 5: survey dissemination.
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Research Paradigm
There are a variety of qualitative methods available to researchers wanting to gain insight
into a phenomenon (IPA; Smith, 1996), generate a new theory (GT; Glaser & Strauss, 1967), or
further inform an emerging field (TA; Braun & Clark, 2006). Rather than generating a theory
based on data collection from participants, as with Glaser and Strauss’ (1967) Grounded Theory
(GT) approach (Cho & Lee, 2014; Fassinger, 2005), the qualitative sections of this study (phases
1-3) apply Thematic Analysis (Braun & Clark, 2006) to understand what is necessitated in
coaching culture based on data collection from literature. This study’s design employs phases 1-3
to inform item and survey development in phases 4 and 5.
What Braun and Clark (2005) refer to as “writing notes” (p. 17) is similar to Glaser and
Strauss’ memo’ing procedure (Mills et al., 2006; Fassinger, 2006). A key distinction, however, is
that memo’ing is considered a fundamental procedure in GT, continually occurring throughout
the research process to capture things such as insights, ideas, or uncertainties (Fassinger, 2006).
Thus, memos are utilized in this study as a means to inform coding and theme development, their
nature and the rationale that goes into their creation (Gibbs, 2007).
Thematic Analysis (TA) is a reflective process using either inductive or deductive
approach, or both, to move between the data set, coded segments, and theme development
(Braun & Clark, 2006). This iterative analysis process allows the researcher to create, refine, and
collapse or expand codes and themes in a methodological process. Terms such as theme and
category are sometimes used interchangeably in literature on qualitative research, or some used
without explanations such as coding; potentially causing confusion. Therefore, an explanation of
terms is warranted to clarify their meaning as applied in this study. A code is a conceptual label,
providing focus when considering the identified text and its interpretation (Braun & Clark, 2006;
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Gibbs, 2007). Coding is, therefore, a process of “indexing or categorizing the text in order to
establish a framework of thematic ideas about it” (Gibbs, 2007, p. 2). Inductive coding is often
an initial step, when a researcher familiarizes themselves with the data to gain new insight (Hsieh
& Shannon, 2005). Deductive coding is when content is coded into an existing codebook, with a
framework in mind that guides that coding, and can provide information about the relationships
among themes (Braun & Clark, 2006; Hsieh & Shannon, 2005).
A theme captures something important about the data, specifically in relation to the
research question; a core concept that underpins and unites observations (Braun & Clark, 2018,
p. 108) representing some level of patterned response or meaning within the data set (Braun &
Clark, 2006, p. 10; DeSantis & Ugarriza, 2000). Themes do not simply or passively emerge.
Rather, they are “extracted by a careful mental process of logical analysis of content” (Germain,
1986, p. 158; as cited in DeSantis & Ugarriza, 2000, p. 355). Every theme [should have] “a core
concept that underpins and unites the observations” in the data (Braun & Clark, 2018, p. 108).
These distinct properties of themes can begin to cluster relationally. “Theme clusters may also go
on to become categories (Haase, 1987, p. 358; as cited in DeSantis & Ugarriza, 2000, p. 356).
Lastly, “taxonomy is the overall classification of similar or like things into an ordered system…
Two or more domains of similar entities compose a taxonomy. Themes may be identified at the
taxonomic level” (DeSantis & Ugarriza, 2000, p. 364). In this explanation, the term domain is
used when referencing a taxonomy but is synonymous with category, a cluster of related themes.
Braun and Clark (2006) provide a multi-step process to follow when conducting TA, that
guide this study’s qualitative phases: (a) familiarize with the data (p. 16), (b) generate initial
codes (p. 18), (c) search for themes (p. 19), (d) review themes (p. 20), (e) define and name
themes (p. 22), (f) produce the report (p. 23). Thematic Analysis (TA) offers flexibility as a
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qualitative method in that it is not bound by a specific theory, making it an accessible approach
for researchers to identify and analyze themes within their data from different theoretical
paradigms (Braun & Clark, 2006).
This study is designed using a constructivist paradigm. The theory of constructivism is
influenced by Piaget’s (1967) work in learning and development, viewing individuals as actively
participating in and contributing to the construction of their own knowledge (Ackermann, 1991;
Ackermann, 2004). When applied to a research, constructivism views knowledge produced from
findings as being “socially constructed by people active in the research process, and that
researchers should attempt to understand the complex world of lived experience from the point
of view of those who live it” (Mertens & Wilson, 2012, p. 557). Often with a qualitative method
approach, it’s that lived “experience and reflecting on that experience” (Adom et al., 2016, p. 2)
and “identifying multiple values and perspectives” (Mertens & Wilson, 2012) from it that
constructs knowledge. According to Guba and Lincoln (1994) “the investigator and the object of
investigation are assumed to be interactively linked so that the findings are literally created as the
investigation proceeds” (p. 111).
Coaching, specifically regarding the process that takes place during a coaching
engagement, is based on the idea of co-creation (ICF, 2019b). Interaction is required. Individuals
engaged in the coaching session (e.g., group coach and group) construct the entire process
together, from their agreement created in the beginning to the outcome reached by the end. Thus,
coaching culture is viewed through a constructivist lens in this study, as being socially and
psychologically constructed.
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Phase 1
The aim of phase 1 is to identify and collate coaching culture definitions and models
across industry and scholarly literature, as well as identify and show the representation of
reference types spanning the literature. In the initial literature review of coaching culture, it was
made evident that numerous definitions and models existed. This literature review is separated
out as a response to that realization. Because this systematic review forms the foundation from
which the remainder of this study is based, the literature needs to be gathered and analyzed in
such a way that demonstrates a methodological approach. Therefore, the steps are included in the
methodology section.
Qualitative Data collection
In effort to capture a diverse representation of perspectives on coaching culture, literature
on coaching culture definitions and models was garnered from a variety of industry and scholarly
sources. Four rounds of literature search were conducted, with multiple search terms used in each
round: two rounds of electronic searches for coaching culture definitions and two rounds for
coaching culture models or frameworks. The terms models and frameworks are often used
interchangeably in literature, but henceforth will be referred to as models in this study.
Literature Search
Round 1. In effort to collect scholarly literature, the first round of electronic search was
conducted in a two-step approach, using two R1 (Carnegie Classifications, n.d.) university
library systems. Any article is included in the Journal Articles category (Publication Manual, p.
316), without prejudice to journal type or tier, if they appear in any of the scholarly searches
using the two R1 university library systems: University of Kentucky and University of Michigan.
Not all university libraries offer the same literature. With access through academic membership
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to both, sometimes one library would have access to some references that the other did not.
Therefore, both libraries were searched to offer a more comprehensive list of literature results.
The first step was an “academic search complete.” This type of search specifically targets
scholarly databases of periodicals and peer-reviewed journals. The second step was an
“everything search.” This type of search casts a larger net and returns content from many of the
individual databases provided by the university libraries, regardless of subscription, and includes
sources such as open access journals, videos, legal documents, newspapers, trade publications,
and magazines.
Round 2. In attempt to include a variety of literature that is available to general public
(e.g., non-academic settings), and to those who may want to learn about coaching culture or how
to develop it, the second round of electronic literature search was performed as a general search
via Google and Google Scholar search engines.
Selection Criteria for literature
Coaching Culture Definitions
Inclusion criteria in both rounds of coaching culture definitions searches required that the
reference contain either of the search terms - coaching culture or characteristics of a coaching
culture - and that literature provided a definition for coaching culture.
Coaching Culture Models
Inclusion criteria in both rounds for coaching culture models required that the reference
contain any of the following search terms in their title or body of literature: coaching culture
model, coaching culture framework, creating coaching culture, developing coaching culture,
building coaching culture, establishing coaching culture, and coaching culture in organizations.
Additionally, the reference must provide some accompanying explanation or actual model.
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Search Parameters for References
Inclusion Parameters
Click-through rates drop dramatically after the first page of search results (Southern,
2020). Therefore, references from the first two pages of returned results (approximately 10 per
page) were included from the Internet search in round 2 (Thelwall, 2007). Search saturation was
reached when results returned (the same) literature from previous searches.
Exclusion Parameters
References were excluded in round two for definitions or models, if they were available
to members only (n=2), e.g., a professional organization requiring members to log in for access
to retrieve the literature. Additionally, if a link for a search result returned a "your connection is
not private" message, it was excluded due to legitimacy and credibility concerns (n=3).
Literature Search Results
The literature searches provided 44 coaching culture model references and 23 definition
references. Some, but not all, of the model references provided an accompanying definition for
coaching culture (n=14). This is indicative of need for a consensus of definition and its necessity
upon which models are substantiated.
Representation of Source Types
A reference taxonomy was developed using the 7th edition (2019) of the Publication
Manual of the American Psychological Association (Publication Manual, pp. 316-350). In effort
to demonstrate the range of sources represented (or not) in the literature, the taxonomy was then
used to classify types of literature that had been collected in the four searches.
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Table 3.1 Taxonomy of References
Reference Type
Books and Chapters (p. 321)

Explanation

Frequency, n
16

Presented as separate reference types in the APA Manual, but
for the purposes of the reference taxonomy, were combined
into one category.
Dissertations and Theses (p. 333)
Includes doctoral dissertations, as well as master’s and
undergraduate theses and are divided by whether or not they
are published.

1

Gray Literature (p. 329)
Includes press releases, codes of ethics, grants, policy briefs,
issue briefs and reports. Reports include government reports,
technical reports and research reports. These reports like
journal articles usually cover original research, but they may
or may not be peer reviewed.

5

Journal Articles (p. 316)
Categorized under periodicals in the APA Manual, but were
assigned their own category to show representation of
scholarly literature. Any article is included in this category,
without prejudice to journal type or tier, if they appear in a
any of the scholarly searches using the two R1 university
library systems (see Appendix A).

13

Periodicals (p. 320)

17
Generally published on a continuous basis and include
magazines newspapers, newsletters, blogs, and other online
platforms that publish articles.

Webpages & Websites (p. 350)
Used if the work does not fit in any other category and is the
webpage or website itself, with no other parent site or
overarching publication.

8

Unpublished and Informally Published Works (p. 335)
Unpublished works include work that is in progress;
completed but not yet submitted for publication, or submitted
but not yet accepted for publication. Informally Published
Works include work that is available from preprint archive or
repository, and other archives such as electronic archive,
institutional archive, or government archive. Coded and

9
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considered Informally Published Works if the literature is
referred to or titled as a scholarly journal but does not appear
in either of the two R1 university library systems.

The reference taxonomy was programmed as a codebook in MAXDQA, then each of the 67
references were categorized (i.e., coded) under their respective reference type. Using the
MAXQDA Map function, a code co-occurrence model (code intersection) map was created to
display the breadth of reference types used to inform the development of MaxDiff survey items
(see Appendix B). This demonstrates how multiple sectors and stakeholder arenas were included
and how those references intersect via cross citation.
Phase 2
The aim of phase 2 is to inductively code all literature, collected in phase 1, referencing
coaching culture models or definitions.
Qualitative Coding
In order to comprehensively inform the development of survey items intended to identify
important characteristics in a coaching culture, three components need to be considered:
coaching culture literature, coaching core competencies, and culture elements (see Figure 2.1).
This phase (2) focuses on the coaching culture literature, while phase 3 focuses on the others.
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Coaching Culture
Literature
Definitions
Models

Coaching
Core Competencies

Culture Literature
Cultural Elements
Culture Taxonomy
Levels
Domains

Coaching Culture
Survey Items
Characteristics
Values

Figure 3.1 Sequencing of Coaching Culture

Reference Sample
The coaching culture literature review in (phase 1) generated a total of 67 coaching
culture references for analysis; 23 definition references and 44 model references.
Analysis
All the data (e.g., definitions and models) were imported into MAXQDA (2020), a
qualitative data analysis software. A thematic analysis was conducted on the reference sample to
code characteristic themes of coaching culture related to the definitional attributes and model
elements. The coaching culture literature was explored using inductive coding method to
determine dominant themes (see Table 4).
A research colleague participated in sample coding [23 definitions] to check for
reliability in the coding process. Although the structures of the individual codebooks differed in
how they presented main themes and their hierarchy, both similarly captured essential coaching
culture characteristics. Any differences were acknowledged and discussed to understand the
decision process from which codes were created. A consensus was made. This exercise helped to
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ensure that the codes were representative of what the coaching culture literature offered (see
Table 4).
Results
The final categorization of the literature resulted in 13 codes and 612 coded segments
related to coaching culture themes. The themes, each with a sample excerpt, are provided in
Table 3.2.

Table 3.2 Inductive Coding: Coaching Culture Themes
Code

Segment Example

All Members, All Levels
Embraces all members of the organisation or firm, individually and collectively
(Humphrey & Dean, 2016, p. 6).
Behavior
People coach each other all the time as a natural part of meetings, reviews and
one-to-one discussions of all kinds (Hardingham, 2004, p. 184).
Conversations
All members of the culture fearlessly engage in candid, respectful coaching
conversations, unrestricted by reporting relationships (Crane, 2002, p. 218).
Embedded
Woven into the culture of an organization and impacting employees at every
level (KSU, n.d., para 1).
Engagement
A coaching culture exists in an organisation when all the staff and other
stakeholders experience a coaching approach as a key aspect of how
engagement takes place. (Hawkins & Turner, 2019, p. 40)
Growth and Development (organizational)
where a commitment to grow the organization is embedded in a parallel
commitment to grow the people in the organization (Clutterbuck & Megginson,
2005, p. 19).
Growth and Development (personal)
It [coaching] is the recognized development tool that touches every part of the
employee lifecycle (Jones & Gorell, 2014, p. 16).
Leadership Style

42

The primary leadership, development and learning style used in the
organisation (Passmore & Jastrzebska, 2011, p. 6).
Management Style
Managers have the willingness to grow their team members (Verlinden 2018,
para. 6).
Mindset
The principles, beliefs and mindsets driving people’s behavior in the workplace
are deeply rooted in the discipline of coaching (Clutterbuck et al., 2016, p. 9).
Stakeholders
Should motivate individuals and facilitate cooperation, collaboration and
connection within the organisation and with its external stakeholders (Gormley
& van Nieuwerburgh, 2014, p. 99).
Working Environment
A true coaching culture is just part of the way we do things around here
(Parsloe, 2016).
Working Relationships
A means of relating to, supporting and influencing each other (Hart, 2003, p. 2).

The individual coded segments were exported into a single document, to be included in
the deductive coding conducted in Phase 3.
Phase 3
Traditionally, the term culture has anthropological and sociological origins and refers to a
collection of societal characteristics (Chanchani & Theivanathampillai, 2009; Hofstede et al.,
1990; Kroeber and Kluckhohn, 1952). As the foundational concept of inquiry into coaching
culture, I chose to consider not only how culture is defined but also the elements upon which it is
constructed. In this phase (3), a literature review is conducted on works that are considered
seminal contributions to the fields of both [traditional] culture and organizational culture.
Although developed from different paradigms, organizational culture is seen as a subset of
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societal culture (Denison, 1995). Structured similarly (Smircich, 1983), they are studied similarly
(Schein, 1985), and therefore elements from both fields will be considered.
A core set of cultural elements needs to be established to create a taxonomy of culture,
against which coaching culture can be compared. This exercise was carried out in a three-step
process:
1. Review literature for culture elements.
2. Develop a taxonomy of culture.
3. Deductively code coaching culture themes (phase 2) and core coaching
competencies into an a priori codebook based on culture taxonomy (step 2).
Literature Review of Culture Elements
Culture, from an anthropological and sociological interpretation, forms a foundation from
which organizational culture is understood and studied (Denison, 1995), and from which
coaching culture might be established. It is a multifaceted issue and that exists in the form of
shared values, attitudes, beliefs, assumptions, artifacts, and practices (Denison, 1995; Tharp,
2009). In effort to minimize influence on the inductive coding process of coaching culture
literature, the literature review on culture elements was conducted after Phase 2.
First, a literature search on the terms culture, culture definition, and elements of culture
was conducted using the same two R1 digital library systems as the previous literature review.
This search differs from the previous literature search. The phase one search was on coaching
culture specifically, whereas this search is on culture more broadly. Forward and backward
citation chasing was done to gather the most cited (i.e., recognized) works on descriptions of
culture and their underlying premises. The works were then imported into MAXQDA (2020). An
individual review of the works was carried out to identify the cultural elements of their
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respective models. When works presented similar model concepts but used different terms, based
on their descriptions, the elements were subsumed into the same respective category. When
works offered elements beyond the dominant categories (e.g., Values with sub-element of
espoused values (Schein, 1985), any sub-elements were collapsed under the parent category
(e.g., Values).
Once the individual culture models were identified and gathered in this manner, they
were then sorted according to their representation across the literature. To capture elements
considered fundamental to the establishment and existence of culture, elements commonly seen
among the majority of the references (i.e., at least half), were selected. This identified set of
elements was then used as a set of search terms. A lexical search was performed on the reference
sample (n=19), in MAXQDA (2020), as a confirmatory round of coding. This exercise was to
ensure that this reduced list of common culture elements was represented across and supported in
the literature, establishing a central set of elements for the culture taxonomy (see Table 3.3).

Table 3.3 Representation of Culture Elements in Reference Works
Code (Search Term)
Values
Behaviors
Beliefs
Attitudes
Symbols
Norms
Activities
Artifacts
Rituals
Assumptions

Coded Segments
916
61
98
65
60
93
30
30
50
22
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Documents
19
15
15
14
13
12
11
9
8
6

Taxonomy of Culture
The coded segments were then reviewed for explanatory language used to help generally
describe each of the culture elements. For the purposes of reliability, a consensus was reached in
conference with a research colleague on the categorization of the culture elements into three
levels; intangible, practices, tangible (see Table 3.4). This taxonomy of cultural elements will be
used as a codebook from which to code coaching culture themes identified in Phase 2 (Step 3a)
and coaching core competencies (Step 3b).

Table 3.4 Taxonomy of Culture Elements
Domains
Explanation
Intangible - Things in Our Head
Assumptions
Basic underlying assumptions (unspoken things) about one’s relationship to
environment and relationships (Smircich, 1983; Schein, 1984).
Through behavior a value can gradually get transformed into an underlying
assumption about how things (really) are. Assumptions become patterned into
cultural paradigms. As the assumption is increasingly taken for granted or goes
unchallenged, it drops out of awareness (Smircich, 1983; Schein, 1984).
Attitudes
Attitudes are evaluations of objects as good or bad, desirable or undesirable.
Attitudes can evaluate any object including people, behaviors, or events, whether
specific (e.g., ice cream) or abstract (e.g., progress). Values underlie our attitudes
(Schwartz, 2012).
Beliefs
Mindset. An ideology is a set of beliefs about the social world and how it operates
(Pettigrew 1979),
Beliefs consist of interconnected assertions about whether a specific object or
situation are true or false and other things about it are desirable or undesirable
(Minkov, 2013).
Beliefs refer to the subjective probability that a relationship it true, not to the
importance of goals as a guiding principle in life (Schwartz, 2012).
Norms
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Norms change rarely through direct adoption of outside values; rather, changes
occur through shifts internal to the culture (Hoftstede, 2001).
Norms prescribe behaviors with specific consequences; acceptance depends on
whether these consequences are compatible or in conflict with valued goals
(Schwartz, 2012).
Values
Values are used to characterize cultural groups, societies, and individuals, to trace
change over time, and to explain the motivational bases of attitudes and behavior.
Values are ordered by importance relative to one another, forming an ordered
system of priorities. This hierarchical feature also distinguishes values from norms
and attitudes (Schwartz, 2012).
Practices - Things We Do
Activities
Practices are activities engaged in by groups; big, small, organizations, etc. (Senge,
Activities like management and organizing are culturally dependent (Hoftstede,
1983).
Behaviors
Patterns of action (Smircich, 1983).
Rituals
Rituals are collective activities that are socially essential within a culture. They are
therefore carried out for their own sake, and can be subsumed under the term
practices (Hoftstede, 1990).
Tangible - Things We See or Hear
Artifacts
Organizations are seen as social instruments that produce goods and services, and,
as a by-product, they also produce distinctive cultural artifacts (Smircich, 1983).
Artifacts are the visible and audible symbols of the culture. It can include anything
from clothing styles to décor on the wall to types of speech to its constructed
physical and social environment. Even if not (easily) deciphered or understood at
times, the artifacts that last are typically deeply tied to the underlying culture
((Schein, 1984, 1985, 1990).
Symbols
Symbols are words, gestures, pictures, or objects that carry a particular meaning
within a culture (Schein, 1999; Hofstede, 1990).
Culture is a system of shared symbols. Organizations are patterns of symbolic and
meanings (Smircich, 1983).
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Symbols are objects, acts, relationships, or linguistic formations that stand
ambiguously for a multiplicity of meanings, evoke emotions and a call-to-action
(Pettigrew, 1979).

Coding of Coaching Culture Themes
An a priori codebook was developed based off the culture taxonomy. Each of the 612
coded segments related to coaching culture themes (Phase 2) were imported into MAXQDA
(2020) and coded into the taxonomy. This deductive coding exemplifies the core aspects of
culture underlying coaching culture (see Table 3.5). Coding these coaching culture themes into
the a priori culture codebook generated 514 coded segments. As expected, these newly coded
culture segments encompassed and align with the core culture elements across the taxonomy in
every category. The artifacts code had more than twice as many assigned segments than any of
the other culture elements. This finding is supported by Schein’s (1985) claim that the “most
visible level of the culture is its artifacts and creations, its constructed physical and social
environment” (p. 14).
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Table 3.5 Culture taxonomy with examples of how coaching culture exemplifies culture elements
No. of
Segments
Intangible
Assumptions
Attitudes
Beliefs
Norms
Values
Practices
Activities
Behaviors
Rituals
Tangible
Artifacts
Symbols

11
31
11

Example Segments

62
33

Assume people are competent
Respect for each other
Everyone in the organization believes that learning is critical to
individual and organizational success
Regularly seeking growth and development
Employee empowerment; Innovation

57
48
15

Collaboration
Employees at all levels participate in coaching behaviors
Regular review of performance

179
67

Training and resources
Reflective and powerful questions

In order help establish content validity (Cronbach & Meehl, 1995), a subject matter
expert (SME) - familiar with the Association of Change Management Professionals (ACMP) and
considering how organizations would implement culture changes (e.g., developing a coaching
culture) - reviewed this concept of analyzing coaching culture elements against the framework of
a culture taxonomy. The taxonomy was favorably supported as a unique and informative lens
through which to view coaching culture.
Coding of Core Coaching Competencies
Core competencies, considered necessary for an individual to possess and exhibit to be a
coach (ICF, 2019b), are based on eight main principles: ethics (1), coaching mindset (2),
agreements (3), trust and safety (4), presence (5), active listening (6), evoking awareness (7),
client growth (8). Each of the core competencies and their accompanying sub-competencies (see
Appendix C) were also deductively coded into the culture taxonomy. This is to represent the
coaching aspect of coaching culture and see how well the core competencies encompass and
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inherently align with culture elements. Coding these eight core competencies, and their 63 subcompetencies, into the a priori culture taxonomy codebook generated 98 coded segments.
Table 3.6 Representation of Core Competencies in the Culture Taxonomy
1

2

3

4

5

6

7

8

--

--

--

--

--

--

--

--

1.2

2, 2.4

4.1, 4.3

6.1

7.11

--

Beliefs
Norms
Values
Practices
Activities

-1, 1.6
1, 1.4

2.1
---

5,
5.3,
5.4,
5.5
----

----

----

----

1.7

2.2

3, 3.1,
3.4, 3.5,
3.7, 3.9,
3.10

4.1,
4.2

--

6, 6.2

8, 8.1,
8.3, 8.6,
8.8

Behaviors

2.6,
2.7

--

4.4,
4.6

2.3,
2.7

--

--

5,
5.2,
5.4
--

6.4,
6.5

Rituals

1, 1.1,
1.4,
1.5
--

7, 7.2,
7.5, 7.6,
7.7, 7.8,
7.9, 7.10,
7.11
7.3

--

--

8.7

Tangible
Artifacts

1.1

2.4,
2.5

4, 4.1,
4.4,
4.5,
4.6

5,
5.1,
5.3,
5.6

6, 6.1,
6.3,
6.4,
6.6

7.1

8, 8.4

Symbols

1.3

3.1, 3.
2, 3.3,
3.6,
3.11
3.3, 3.8

7.8

8.4. 8.5

Intangible
Assumption
s
Attitudes

3.7
---

----

8.5

These competency-based coded segments mapped across the culture taxonomy in every category
except assumptions (see Table 3.6), which aligns with the tenet of coaching surrounding
effective communication (ICF, 2019b; Appendix C), i.e., assumptions should not be made in
coaching.
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Phases 1-3 detailed the methodological approaches of qualitatively analyzing coaching
culture literature and coaching core competencies through a cultural lens (see Figure 1). These
phases were all necessary to systematically inform the development of items intended to capture
the essence of what is important in a coaching culture. The next phase (4) offers more detail on
development of coaching culture survey items.
Phase 4
In Phase 3, coaching culture themed segments and coaching core competencies were
deductively coded into a culture taxonomy-based codebook. This resulted in culture taxonomy
database consisting of coded segments that have been systematically informed by multiple
reference works, coaching core competencies, and several qualitative coding cycles. The aim in
Phase 4 is to create a list of coaching culture elements, based on coding done in Phases 1-3, to be
used as attributes in the MaxDiff survey.
Survey Development
The development of MaxDiff attributes first involved inductively coding elements in the
coaching culture segments, regardless of their culture element affiliation in the taxonomy. A few
examples of elicited coaching culture characteristics include recognize and reward, learning and
training, HR engagement, leader champions, collaboration, engagement, working relationships,
empowerment, clear communication, and all people at all levels. It became evident when
reviewing the final list of codes for coaching culture elements, that it could be subdivided into
two categories: characteristics and values. The MaxDiff survey attributes were created from this
final coded list, encompassing all characteristics and values derived from Phases 1-3. Input from
previous work by research colleagues contributed to this process, providing access to and
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repurposing of drafted survey items that had not yet be utilized. A total of 74 attribute items were
created from the characteristics (n = 46) and values (n = 28) (see Appendices D & E).
Experimental Design and MaxDiff Analysis
Also referred to as Best-Worst Scaling or Maximum Difference scaling, MaxDiff
analysis is a method for measuring the preference and importance participants assign to a list of
items (Lee et al., 2008; Orne, 2009). MaxDiff experiments are not often familiar amongst
academic researchers and practitioners (Louviere et al., 2013). The genesis to conducting
MaxDiff experiments to study coaching culture came from the DiGirolamo et al. study (2016)
that used MaxDiff to determine the important elements of successful external coaching practices
and internal coaching programs. This study uses MaxDiff analysis to empirically determine the
pertinent characteristics considered necessary to have a coaching culture. The survey
development and analysis is done using Sawtooth software, specifically designed for this type of
survey and analysis.
A MaxDiff exercise, also referred to as an experiment, uses a list of items and is
comprised of a series of questions designed to estimate scores for those items (Sawtooth, 2021).
Each MaxDiff exercise should have an experiment design that specifies the number of questions
to ask and the number of items to show per question-set (Sawtooth, 2021). Each item should
appear between 3 (minimum) to 5 (maximum) times on average per respondent across the sets in
a MaxDiff exercise (Orne, 2009; Sawtooth, n.d.). The suggested number of questions therefore is
from 3K/k to 5K/k, where K is the total number of items and k is the number of items shown per
set (Sawtooth, n.d.). For example, with 20 items with 4 items per set, the number of question-sets
to present so that each item is shown on average 3 times per respondent is equal to:
3(K/k)
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where K is the total number items in the exercise (20), and k is the number of items per set (4).
Therefore, each respondent would see a minimum of 15 sets (3(20/4) = 15).
The survey for this study will include two MaxDiff exercises (i.e., experiments), one for
characteristics and one for values. In each exercise, four items (Sawtooth, 2020) will be
randomized per each set with each item appearing at least three times per respondent. Every
respondent will see a total of 36 question sets for characteristics and 21 question sets for values
(see Table 3.7). Each question set will ask respondents what characteristic (or value) is the most
important and which is the least important for a coaching culture (see Figure 3.1). The
respondents can select only one “Most Important” and one “Least Important” characteristic or
value relative to each question-set presented (see Figure 3.1). Screener questions will be included
to identify respondents’ eligibility to participate, as well as demographics (e.g., gender, job
responsibility, job function, and industry type).

Table 3.7 MaxDiff Experiment Designs
Characteristics

Values

Items

46

28

Presentations

36

21

Completed (exercises)

101

98

Total Counts

3636

2071
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Figure 3.1 MaxDiff Question Set Example
Which of these characteristics is the Most Important and which is the Least Important for a
coaching culture in an organization?
Least
Important
o
o
o
o

Maintaining confidentiality
Remaining open, curious, and flexible
Establishing and maintaining agreements
Coaching is an integral part of the organization's strategy, measures,
and processes

Most
Important
o
o
o
o

Note: MaxDiff question sets were programmed using Lighthouse Sawtooth Software.

Participant Recruitment
To determine whether the characteristics of coaching culture have been captured (i.e.,
content validity; Cronbach & Meehl, 1995), the MaxDiff survey, including open-response
questions for collecting additional feedback (Orne, 2009), was reviewed with a sample of subject
matter experts (n = 8). These SMEs function in varying roles and organizations, offering a
variety of inputs that provide an overall well-rounded contribution.
Results and Revisions
The subject matter experts responded favorably to the content and coverage of the survey.
Three reviewers commented on the length of time required to complete the survey, that it was
tedious. In hopes of increasing response rates, an incentive was included as part of the
recruitment strategy for the study; a drawing for two iPads for the first 100 respondents who
completed the survey. Two reviewers recommended including additional explanations in the
preamble for coaching, managers and leaders using coaching skills, internal coaching, and
external coaching. This feedback was incorporated.

54

Phase 5
Participant Recruitment
Participants were recruited from ICF's Research Panel and Communities of Practice,
offering a diversity in experience and expertise among functional roles and industry types.
Inclusion criteria require participants to have experience in at least one of the following roles:
human resources professional, employee who has contributed to the development of their
organization’s culture, internal coach practitioner, external coach practitioner who has worked
inside organizations, employee who has been trained in coaching skills. If none of these roles
apply, a respondent is not included in study.
Once respondents click on the survey link in the recruitment email, they first encounter
the IRB-approved Cover Letter (University of Kentucky) and then proceed to the survey
questions. Upon completion of the MaxDiff survey, they are offered an opportunity to receive an
iPad for completing the survey. They are asked two questions regarding interest in 1.) being
entered into the drawing for an iPad, and 2.) receiving a summary of the results when data
collection is complete. If they respond 'yes' to either of the aforementioned questions, they are
asked to provide an email address. Collected email addresses are stored in a different repository,
separate from their survey responses to retain confidentiality and respondents’ response
anonymity. Random selection from main study (phase 5) of the first 100 respondents (2/n
chance) for an iPad will occur once data collection has been completed. International Coaching
Federation has the acquired funding to support the participant compensation outlined. ICF
research personnel will manage the random selection of iPad recipients, shipping of iPad(s) to
respondents, and documentation tracking of this process.
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Survey Dissemination
The MaxDiff survey was disseminated electronically and in the field for 30 days.
Recruitment letters, including study details and survey link, were emailed to the listserv of the
ICF research panel members as well as leaders of six ICF Communities of Practice. All of the
leaders responded favorably (n=12). Nearly all of them indicated that they would also post the
letter to their respective LinkedIn groups, which are comprised of 3-5,000 members. ICF’s
Research Panel also has nearly 5,000 members.
Due to the nature of "residual referral" - when someone forwards on your survey and you
do not know if your respondents came from the study dissemination or residual referrals from
recruited participants – reminder emails were unable to be sent.
Results
It has been established that the coaching profession tends to skew toward majority female
(ICF, 2016). That norm was demonstrated in this study where 65% of the respondents identified
as female and ~30 % male, with the remaining preferring not to answer. The dispersion of age
range also held consistent, with the majority of respondents ranging 40 to 69 years of age (ICF,
2016); 40 to 49 years old (27%), 50 to 59 years old (29%), 60 to 69 years old (33%). Functional
roles occupied by respondents included human resources professional (n=38), employee who has
contributed to the development of their organization’s culture (n=69), internal coach practitioner
(n=57), external coach practitioner who has worked inside organizations (n=66), employee who
has been trained in coaching skills (n=53). Nearly 75% of the respondents held more than one
function role, demonstrating a wide range of experience within organizations: 1 role (~25%), 2
roles (~15%), 3 roles (22%), 4 roles (25%), 5 roles (13%). There was a variety of representation
across the 20 specified industries, with the top 3 being educational services (22%), other
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[unspecified] services (22%), and profession, scientific, and technical services (18%). The size of
organizations represented ranged from less than 100 employees to more than 100,000 employees.
The top 3 identified functional areas held by respondents, at the time of survey completion,
included coaching (43%), learning and development (11%), and talent management (10%).
A total of 101 respondents completed the coaching culture MaxDiff survey. Of the 101
respondents, 3 did not complete the MaxDiff exercise with value items. The response counts
decreased between MaxDiff exercises for characteristics and values, from 101 to 98 (see Table
9). One reason for the response drop-off could be due to the length and number of question sets
involved in the MaxDiff exercise for characteristics, with the MaxDiff exercise for values
appearing after. Survey fatigue may have been a factor. It took approximately 35 minutes to
complete, on average.
Scoring
Methods such as ranking and rating would not have been effective due to the number of
items needing to be evaluated; more than seven items can become challenging for the respondent
(Sawtooth, 2020). Asking a participant to order multiple items according to level of importance
would not only cause survey fatigue, but also potential error in ranking due to that fatigue. The
more items there are to simultaneously consider (characteristics, n=46; values, n=28), the less
discriminating judgment that can be made (i.e., fatigue). Additionally, this technique does not
allow for discrimination of the distance between the ranked items (i.e., difference in levels of
importance). When trying to determine importance of items, using a response scale (e.g., as with
rating) offers an opportunity to help discern that difference. It can also be problematic, due to
lack of familiarity by respondents with scales or variability in interpretation and assignment of
numeric values to items (Sawtooth, 2020, p. 4).
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In 1927, Thurstone introduced the law of comparative judgement, “It fundamentally
applies to a series of stimuli by the method of paired comparison when no ‘equal’ judgements are
allowed” (Thurstone, 1994, p. 267). Best-worst scaling has theoretical roots in Thurstone’s law
of comparative judgement (Flynn et al.,2007). Rather than indicating the “best” in paired
comparisons, MaxDiff offers participants small groupings of 3 to 5 items. These small groups of
items are presented in a series of MaxDiff comparative exercises. For this study, a judgment of
importance was asked. Within the context of each list presented in an exercise, a participant is
asked to specify both the most important item and the least important item relative to each list
presented, not permitting “equal judgements” (Thurstone, 1927).
Due to the comparative and relative nature of best-worst scaling, Sawtooth Software offers

capability to provide the capability to gather anchoring data with each question-set (Orme,
2009). It offers two options for anchored scaling, Lattery Direct Anchoring and Louviere Indirect
Anchoring method (Sawtooth, 2020). Anchored questions are presented below the best-worst
question, and ask respondents whether all, some, or none of the items are important. Anchored
MaxDiff lets the researcher draw a line (a utility boundary) between important and unimportant
items. That utility boundary, for example, could be set at 0. Thus, any items that are positive are
considered important and those that are negative are not important (in an absolute sense)”
(Sawtooth, 2020, p. 16). Item lists for characteristics and values were programmed using the
MaxDiff package and the Louviere indirect anchoring method (see Figure 3.2).

Figure 3.2 MaxDiff Question Set Example with Anchor Question
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Which of these values is the Most Important and which is the Least Important for a coaching
culture in an organization?
Least
Important
o
o
o
o

Most
Important
o
o
o
o

Working collaboratively
Strong questioning skills
Reflection
Diversity

Considering only the items above…
o None of these are important for a coaching culture
o Some of these are important for a coaching culture
o All of these are important for a coaching culture
Note: MaxDiff question sets were programmed using Lighthouse Sawtooth Software.

Methods of Analysis
Two methods of analysis are used to examine the coaching culture MaxDiff data, simple
counts and natural logarithm calculations (DiGirolamo et al., 2016; Louviere et al., 2013).
Counts analysis is conducted first by aggregating the respondent choices across all comparison
sets and respondents (raw scores); totaling the number of times (i.e., counts) items were chosen
as most important (M) and total number of times chosen as least important (L), then subtracting
the total L counts from the total M counts (M-L) for each item (Flynn et al., 2007; Louviere et
al., 2015). This method is a simple yet adequate method to “summarize the preferences for a
group of respondents” (versus individual-level data), if items in the experiment (i.e., MaxDiff
exercise) are presented an equal number of times (i.e., balanced, and orthogonal) (Orne, 2009;
Sawtooth, 2020). Second, the natural logarithm (LN) is calculated of the square root ratio of the
observed most important choice counts divided by least important counts (Louviere et al., 2013).
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CHAPTER 4. RESULTS
In Chapter 3, literature reviews and qualitative thematic analyses were conducted,
producing a list of attributive items (n = 74) for coaching culture. Forty-six items for
characteristics and 28 for values were evaluated by survey participants completing MaxDiff
exercises, which provided a numeric value of importance for each item. The importance scores
were then able to be quantitatively analyzed, to determine the most important items for coaching
culture, using two methods of analysis. Chapter 4 discusses the results of those analyses.
Counts
Scores from both the most-least counts (M-L) and natural logarithm (LN) methods cross
the zero threshold when they have negative values. Negative scores, in this context, indicate that
an item has more least important (L) counts than most important (M) counts, allowing for ease in
determining what items are (more) important to respondents (Orne, 2009; Louviere et al., 2015).
The expected relationship holds as the LN measures are proportional to the M-L raw scores
derived from the simple counts analysis (see Figures 4 & 5.) (Louviere et al., 2013; Louviere, et
al., 2015).
The M-L scored items are ranked from highest (i.e., positive value, important) to lowest
scores (i.e., negative value, not important). Item 7 (ranked 21/46), with a score of +8, was the last
positively scored item above the zero threshold for characteristics (see Table 4.1). The next item
(19, ranked 22/46) was not included in the list because it fell below the zero threshold with a
negative value of -6. Item 6 (ranked 13/28), with a score of +3, was the last positively scored
item above the zero threshold for values (see Table 4.2). The next item (22, ranked 14/28) was
not included in the list because it fell below the zero threshold with a negative value of -2.
Confirmatory analysis was independently conducted by a research colleague on all mathematical
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analysis to validate scores determining most important items. Both analyses produced the same
results, i.e., a list of 21 characteristic items positively scored with 25 not making the numeric
(zero, 0) cutoff, and a list of 14 value items positively scored and the other half negatively
scored.

Table 4.1 Ranking for Characteristic Items above Zero Threshold
Rank
1
2
3
4
5
6
7
8
9
10
11
12
13
14
15
16
17
18
19
20
21

Item ID
32
4
8
25
1
17
9
10
2
45
20
44
14
28
43
16
13
37
26
42
7

Characteristic
Leaders and managers model coaching approaches
Coaching is an integral part of the organization's strategy, measures…
Developing and maintaining relationships of mutual respect and trust
A coaching approach is primary leadership, development and learning style…
Maintaining confidentiality
Encouraging interactions that lead to greater awareness, insight, …
A safe and supportive environment
Using a coaching approach as primary means of relating to, supporting, …
Remaining open, curious, and flexible
Being sensitive to the identity, experiences, values and beliefs of others
Empowering employees at all levels of the organization
Being respectful of others’ context and culture
Actively listening to what others are saying
Coaching is embedded in the HR and performance management processes …
Tolerates mistakes and encourages learning from them
Asking questions that initiate learning when appropriate
Remaining fully aware and present with others
Providing formal coaching to senior leadership and management team
All employees are encouraged to learn and use coaching skills
Encourage all employees to grow by moving beyond their comfort zone
Developing collaborative working relationships
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Table 4.2 Ranking for Value Items above Zero Threshold
Rank
1
2
3
4
5
6
7
8
9
10
11
12
13

Item ID
10
1
21
11
9
16
14
2
3
27
7
17
6

Characteristic
Trust
Integrity
Self-awareness
Openness and transparency
Respect
Listening actively
Effective communication
Honesty
Curiosity
Empathy
Building relationships
Learning
Accountability

Academic research has historically been considered qualitatively or quantitatively, and
increasingly now with mixed-methods. Qualitative research can be thought of as providing a
depth for the topic, a narrative for the data, a way to get a “feel” for data. Quantitative research
offers objective and statistically testable analysis. Paradoxically, quantitative data can be
qualitatively analyzed through visualization, to gain further understanding (Zeeman, 1977).
While this idea of visual inspection of data has moved through controversy over the years
(Wampold et al., 1981), the use of visual inspection of quantitative analysis of data can be a
complementary pairing by providing valuable insights into the story the data is telling.

62

63

These data plots (Figures 4 & 5) demonstrate that the most important scores decrease,
and the least important scores increase (i.e., inverse relationship), as expected. Additionally, both
the M-L and LN scores decrease, crossing the zero threshold at a similar point - as the most
important and least important scores intersect - indicating reliable data. This is promising and
requires further inspection.
Ideally, it would be good to compare the two scoring methods not only visually, but also
mathematically, to determine if they were producing similar or radically different results. A
visual inspection can allow assessment at a gross level, while subsequent mathematical analysis
can provide detailed objective analysis. In order make reasonable comparisons of the two

64

methods, the scores for characteristics and values from each method were normalized (i.e.,
transformed) to lie within a fixed numeric range using linear transformations (Shelhamer, 2007).
This allows for a reasonable evaluation of the plot shape for each data set. The four sets of raw
scores were scaled so that the range of scores was equal to one and an offset applied to bring the
highest (score) value equal to one, resulting in all normalized scores to range between one and
zero. When these transformed scores are plotted together, it is evident, through visual inspection
that both scoring methods produce very similar results (see Figures 6 & 7).
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One method for mathematically evaluating the relationship between two rank variables is
to calculate the Spearman’s ρ. It determines what kind of relationship is present, whether it is
negative or positive, and the strength of that correlation (coefficient). Since the most significant
question is the order of importance of each item relative to others in the respective item sets, I
calculate a Spearman’s ρ between the sets of raw scores and normalized scores to understand
how each scoring method might affect importance.
A Spearman’s ρ coefficient ranges from -1 to +1; -1 indicates a perfect negative
association, 0 indicates no relationship, and +1 indicates a perfect association. In other words, the
closer to zero the correlations coefficient is, the weaker the relationship between the rank order
of items between the score methods. Conversely, the closer to (+)1, the stronger the relationship.
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In both scoring methods, both sets of scores (characteristics M-L and LN; values M-L and LN)
are found to be strongly correlated, concluding that the type of scoring method has little effect on
the ordering of ranked items: Characteristics r(44) = . 995, p < .001; Values r(26) = . 992, p <
.001.
Dual response questions (i.e., anchored questions) were presented in every question every
question set with the Louviere Indirect Anchoring method (Sawtooth, 2020). These anchored
scores provide additional insight into how respondents viewed items in the context of
importance. First, to get a sense of how respondents answered the anchored questions, I totaled
the raw score counts for each of the response options: All are important = 1, Some are important
= 2, None are important = 3. The counts for anchored raw scores for both characteristic and
value items were overwhelmingly positive* (see Table 4.2).

Table 4.3 Counts of Anchored Raw Scores
Characteristics

Values

All are important*

2376

1667

Some are important*

1208

400

None are important

52

4

Total Counts

3636

2071

This implies two things. One, the skew toward importance could imply that the proffered
lists of items are recognized by respondents as being representative of coaching culture. Second,
the skew toward importance could have similar effects as scale bias on the data (Sawtooth,
2020). Since the anchored counts are positively skewed, applying a weighted algorithm to the
scoring may bias the item scores toward important and not allow for further discrimination as
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anticipated. Second, by applying a weighted scoring algorithm (DiGirolamo et al., 2016;
Louviere, 2013), it was determined that the dual-response data did inflate importance of items
(Sawtooth, 2020; Orne, 2009). The presence of this positive effect and compression of data was
mathematically supported. Therefore, anchored data were excluded.
The comparison of scoring methods resulted in little to no effect on the rank order of
scale items. Therefore, M-L is chosen as the reference data set for scores. To establish agreement
on the items above the zero threshold, the characteristics and values are reexamined by
calculating the difference between the values of ranked items (d = x - y). The difference score (d)
is the amount of difference between two rank values by subtracting the second value (y) from the
previous value (x) (Salkind & Rasmussen, 2007). These scores help identify groupings of items
around cut-off values (i.e., where a large difference is identified between two scores,),
specifically at or around the zero threshold).
Difference scores for the characteristics supported the initial list of 21 items identified as
important (i.e., M-L scores above the zero threshold) (see Table 4.1). Originally, 13 value items
had M-L scores greater than zero (see Table 4.2). The value scores identify a small grouping of
items that cross the zero threshold; indicating that the group of items have positive and negative
scores but low difference scores between them. This presents three additional values for
consideration: Empowerment ranked 14/28 with a value of -2, Growth ranked 15/28 with a value
of -8, and Working Collaboratively ranked 16/28 with a value of -13. After this small grouping,
the subsequent item on the list has a score greater than -30 points in difference. Resulting in a
total of 16 value items measured as important.
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Open-Responses
After the MaxDiff exercise for characteristics, respondents are asked, "What
characteristics, if any, do you feel are missing that should be in a coaching culture?" Similarly,
respondents are asked, "What values, if any, do you feel are missing that should be in a coaching
culture?" after the values exercise.
Characteristics
After the MaxDiff exercise for characteristics, respondents are asked, "What
characteristics, if any, do you feel are missing that should be in a coaching culture?" Of the 101
respondents, 80 provided open responses. Eleven of the responses were affirming, indicating
"NA," "none," or that “…most, if not all, of them” had been captured. Over half (n = 46)
recommended characteristics that were offered in the MaxDiff exercises (i.e., repeated). These
responses do not offer new insight, but do affirm the importance of repeated characteristics, e.g.,
coaching being available to all employees, providing a safe and supportive environment, and
leaders championing the benefits of coaching,
The remaining responses were unique, and thematically analyzed. Two themes were
identified. Clear definition of coaching; understanding what it is and its scope is needed before
knowing what it means within an organization. Related to that need for a definition, is the need
to be clear in how coaching is distinguished across coaching modalities, e.g,. One-to-one
coaching, mentor coaching, coaching supervision, peer-to-peer coaching. The second theme
required clear communication about the purpose and mission of an organization. Claiming that
this allows for clearer understanding of each person's (e.g., employee) contribution, regardless of
their level in the organization. Clarity in this manner helps establish organizational cultural
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norms that relate to how employees engage with each other or challenges as they arise. Both of
these themes could be classified as a general need for clarification to support alignment.
Values
After the MaxDiff exercise for values, all respondents, with the exception of one,
provided feedback to the open-response question (n = 97). The qualitative data for values are
reviewed in the same manner as characteristics. Thirty-seven of those responses were positive
and affirming, with a majority of them saying "none". While others said, "You've captured so
many,” "I don't feel that any are missing," and "Seems that you have covered most important
values."
The desire for value definitions was expressed by some respondents, “I might have
chosen differently if I knew how you were defining these values." While it could be considered a
limitation, terms were not predefined for respondents’ reference. This approach could have
introduced unknown variability in how the respondents define the values, but was used to keep
their choice data free from researcher bias.
One of the aims of this study is understand what values respondents think are important
without predefining the terms for them. Most of the feedback garnered was either positive or
offered with some thoughtfulness. A minimal amount of feedback was flat, e.g., "Not all the
words given were actually values." This is in the scope of welcomed feedback, however the
respondent failed to identify which of the terms caused this reaction. An example of more
thoughtful or utilizable feedback, "Some of the items listed sound more like skills as opposed to
values, e.g.: Reframing and Reflection." These two respondents seem to be making similar
points. The second example takes it to the next step and identifies a couple of terms that may be
problematic or miscategorized.
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There were four themes identified as missing from values: celebration, compassion,
courage, and patience. Celebration aligns with ICF core coaching competencies – “Celebrates the
client’s progress and successes” (ICF, 2018). While celebration was not included in the value
items list, it is included in the list of characteristics.
Discussion
In Phases 1-3, through literature reviews and qualitative thematic analyses, two lists of
coaching culture items and a culture taxonomy were developed. Phases 4-5 evaluated those lists
with participants by completing MaxDiff exercises. The results from the MaxDiff experiments
provide a ranked list of characteristics and values important to coaching culture, as
contextualized in this study. Prior to being able to assert that these lists of items have been
identified as the (most) important characteristics and values for a coaching culture in an
organization, they need to be validated as being fully representative of coaching culture.
Therefore, the important characteristics (n = 21) and values (n = 16) above the zero threshold
were individually mapped to the culture taxonomy developed in Phase 3 (see Tables 4.4 & 4.5).
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Table 4.4. Representation of Important Characteristics in Culture Taxonomy
Item
ID
32
4
8
25
1
17
9
10
2
45
20
44
14
28
43
16
13
37
26
42
7

Coaching
Competencies

Culture Taxonomy
Intangible
Practices
•

3, 8
4
1
7
4
4
2
1
7, 8
2
6

•

•
•
•

•
•
•
•

•
•

4

•

•
•
•
•

•

7
5

Tangible
•
•
•
•

•
•
•
•
•
•
•

•
•
•
•
•
•
•
•
•
•

Note. See Appendix F for a full list of important characteristics and their
descriptions. See Table 4.5. for the full Culture Taxonomy, its domains, and
explanations.
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Table 4.5 Representation of Important Values in Culture Taxonomy

ID
10
1
21
11
9
16
14
2
3
27
7
17
6
22
23
26

Coaching
Competencies
4
1
7, 8
4
4
6
5, 6
1
2
5
3, 4
7
2, 3
7, 8
8
4

Culture Taxonomy
Intangible
Practices
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•

Tangible
•
•
•
•
•

•
•

•

Note. See Appendix G for a full list of important values and their descriptions.
See Table 3.4. for the full Culture Taxonomy, its domains, and explanations.

This exercise in reflexive thematic coding is necessary to ensure all coaching competencies and
cultural elements are fully represented in both abstracted lists. Every element of a coaching
culture, as determined by the literature (see Table 3.6), is represented in each list. These items
form a foundation from which other research on coaching culture can be established.
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CHAPTER 5. CONCLUSION

Introduction
Professional coaching is a firmly rooted yet developing field. Coaches and researchers
have worked to further this profession, both in practice and theory, by developing coaching
competencies, exploring the nuances between various coaching modalities, and constructing
definitions and developing models to explain the role of coaching in organizations. Despite these
contributions, there exists a lack of agreement on what coaching culture is and how it should
look in an organization.
Due to limited scholarly literature on the topic, I began to understand the concept of
coaching culture in organizations by first considering its theoretical underpinnings, historical
influences, and evolution from its introduction as an intervention to its emergence as a
profession. The investigation of coaching culture continued with considering coaching as a
profession and exploring perspectives along the professional training and development
continuum, highlighting a shift from a traditional model of training approach to a coaching
approach.
With a paradigm shift that occurred in organizational culture, came the belief that
preferred behaviors of individuals can not only be reinforced (existing), but also established
(new) (Campbell, 1971; Cronbach & Snow, 1969). This reorientation, with incorporation of
modeling and positive reinforcement in training and development, opened the door for strategic
utilization of professional coaching in organizations. Although organizations vary across
industries, coaching has been shown to be beneficial to all employees in an organization
(Lindbom, 2007; HCI & ICF, 2016). Presently, professional coaching continues to grow in
popularity, being credited for goal setting and achieving, effective management, training, and
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development. Improving employee performance (Agnuins & Kraiger 2009) is a contributing
factor in the growing interest from organizations to develop a coaching culture, to elicit similar
behavioral outcomes rather than simply using coaching for effective management (Smither &
London, 2009). There exist many perspectives for what this might look like, making it difficult
for leaders of organizations to ascertain the approach with which to go. The aim of this study was
to establish agreement by investigating the confluence of coaching culture definitions and
models presented in industry and scholarly literature. This garnering of input from a diverse
sample of professionals, industries, and literature integrated sometimes disparate paradigms into
a common core of attributes. Cox (2014) states that “coaching is not a simple intervention, and
its complexity derives from the combination of diverse elements,” often better studied alongside
other applied disciplines and paradigms (145).
The challenge in any emerging field of study is the juxtaposition of the need to define the
topic to study it, with the need to study it so that it may be defined. This juxtaposition is found in
studying coaching culture and this iterative process is needed to advance the field. There is no
one definition for coaching culture, making it difficult for an organization to know what is
necessary to establish it and impossible to properly measure coaching presence or its impact. It is
no surprise that as “the growing field of knowledge specific to coaching draws on a multitude of
interdisciplinary theories and knowledge sources,” so would the study of coaching culture (Cox
et al., 2014, p. 145). The use of multiple sources was evidenced in this study.
Methods
Professional coaches and leaders in organizations are increasingly wanting to not only
establish a coaching culture but also measure it. This was a multi-phase mixed-methods study
designed to determine the important attributes of coaching culture in organizations, which has
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been largely missing in literature, establishing an empirically derived foundation from which
coaching culture can be measured. The various data were analyzed to answer the following
research questions:
•

What does mean to have a coaching culture in an organization?

•

What are the characteristics of coaching culture definitions and models across
professional coaching literature?

•

How do professionals from diverse industries view coaching culture in an organization?
In this study, a mixed-method multi-phase approach was used to empirically determine

important attributes of a behaviorally-based coaching culture. A literature review was conducted
to identify and collate coaching culture definitions and models across industry and scholarly
literature. The reference type of each piece of literature was identified to demonstrate the
representation of types of literature being produced that discuss coaching culture, and ultimately
informed this study, offering comprehensive coverage from the combination of diverse sources.
Seven types of references were ultimately represented across 67 coaching culture references (see
Table 3).; definitions (n = 23) and models (n = 44). This literature formed the foundation for
subsequent phases of the study.
Qualitative Coding
Due to the variety of coaching culture definitions and models, to methodologically
ascertain attributes of coaching culture in organizations, the lineage of direct relations needed to
be sequenced (Schein, 1985); i.e., contributing elements of culture, organizational culture, and
coaching. The inductive coding resulted in a final categorization of the coaching culture
references resulted in 13 codes and 612 coded themed segments (see Table 4).
To contextualize this study, a culture taxonomy was developed based on a review of
anthropological, sociological, and organizational culture seminal literature. The taxonomy was
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comprised of three levels and 10 domains of culture. An a priori codebook based on the
taxonomy was created using MAXQDA (2020), into which the previously 612 (inductively)
coded segments for coaching culture were deductively coded, as were the ICF Core
Competencies (ICF, 2019b). Core (coaching) competencies were used to represent the coaching
component of coaching culture.
Deductively coding the coaching culture segments into the a priori culture codebook,
demonstrated how coaching culture attributes were represented in each of the three levels and
across the 10 domains of culture. Repeating the same deductive coding of the core competencies
and their accompanying sub-competencies revealed how they inherently align with culture
taxonomy. As a result of this iterative process of inductive and deductive coding, a total of 74
coaching culture attribute items were determined. These attributes for coaching culture came in
the form of characteristics (n = 46) and values (n = 28), positioned around core coaching
competencies (ICF, 2019b) and elements of culture such as patterns, behaviors, beliefs,
language, symbols, and artifacts (Bidney, 1954; Pettigrew, 1979; Schein, 1983).
MaxDiff Analysis
Despite several phases of qualitative coding, the sequenced list of 74 coaching culture
attributes was long and, most notably, had no value of importance associated with the items.
MaxDiff seemed an appropriate method to use to distill the list even further down to include only
the most important attributes. Although not regularly used in scholarly research, MaxDiff offers
an application of comparative judgement based on Thurstone’s law of comparative judgement
(Flynn et al.,2007).
An online survey, comprised of two MaxDiff experiments, was completed by 101
respondents. While there is not a determined universal sample size minimum for MaxDiff
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experiments, design specific parameters are offered for consideration (Sawtooth, 2020). A
sample size of n=30 could be sufficient, if respondents evaluate an item 3-4 times (Sawtooth,
2020, p. 508). Additionally, if the data resulting from the respondents are stable across the
attributes, that can be another indicator that your sample size is sufficient for that specific study
(Sawtooth, 2020, p. 489). Both of these conditions were true in this study (see Table 9, Figures 4
& 5), concluding a sufficient sample size for its aggregate level analyses.
True to professional coaching demographic trends, the majority female norm, 65% of the
respondents identified as female. The dispersion of age range also held consistent, with the
overwhelming majority of respondents ranging 40 to 69 years of age (ICF, 2016). The top 3
identified functional areas held by respondents, at the time of survey completion, included
coaching (43%), learning and development (11%), and talent management (10%). Functional
roles occupied by respondents spanned human resources professionals, employees who has
contributed to the development of their organization’s culture, internal and external coach
practitioners, and employees who had been trained in coaching skills. There was representation
of 20 specified industries, with the size of organizations ranging from less than 100 employees to
more than 100,000 employees.
A standard counts method was used to initially analyze the MaxDiff survey data and provide

a score (i.e., a numeric value for importance) for each of the 74 items . Standard counts analysis is
simply calculating the number or percent of times each item, in the context of this study, is selected
most or least important; taking the number of times each item was selected most important minus the
number of times each item was selected least important. When applying standard counts analysis for
an experiment where each item appears 4 times for each respondent, as in this study, there are 9
unique feasible scores (-100, -75, -50, -25, 0, 25, 50, 75, 100) (Orne, 2009, p. 2). For example, the
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highest possible score occurs when an item is chosen as most important all 4 times (100% most
minus 0% least = net score of 100) (Orne, 2009, p. 1).

Scores from the Most-Least (M-L) and natural logarithm (LN) methods, used to analyze
the MaxDiff survey data, cross the zero threshold when they have negative values. Negative
scores, in this study’s context, indicate that an item has more Least Important counts than Most
Important counts. This distinction allowed for ease in determining what coaching culture
attributes were important to respondents (Orne, 2009; Louviere et al., 2015). A final list of 37
coaching culture attributes (21 characteristics, 16 values) were identified as important (i.e.,
scores above the zero threshold) (see Tables 4.1 & 4.2). These 37 important attributes were then
thematically coded back into the culture taxonomy. This reflexive coding ensured that the
selected attributes retained the full spectrum of coaching culture elements, a full representation
of all core coaching competencies and cultural taxonomy domains in both characteristics and
values lists (see Tables 4.4 & 4.5).
This study applied a rigorous multiphase mixed-methods process through which a list of
37 attributes, important for coaching culture in organizations, was distilled down from a myriad
of sources and multiple disciplines. A high-level view of this process is portrayed in Figure 8.
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Figure 8. Process for Sequencing Attributes of Coaching Culture
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Coaching
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Culture
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Discussion
Some organizations introduce and adopt coaching as a tool to help shift to their
management paradigm to develop a more involved approach. Such a shift “calls for facilitative
behaviours that focus on employee empowerment, learning and development” (Vesso, 2014, p.
112). Embedded in that shift is the need to promote the adoption of a reflective practice - a core
tenet of coaching - where employees can regularly reflect on their actions, goals, and
performance (Agarwal et al., 2009, p. 2112). However, it would be beneficial for organizations
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to recognize that “developmental coaching is not an episodic interaction,” but rather a
mechanism for an ongoing, long-term commitment to change (Agarwal et al., 2009, p. 2112).
One that can not only affect management style and recipients of that management (e.g.,
employees), but also begins to alter the culture of the organization. Organizations that are newly
arriving at the idea of offering coaching activities to its employees may not fully understand how
to implement such a program or how to evaluate when they do. Therefore, there is a need for a
“tool to identify the coaching culture in organisations where coaching terms are unknown”
(Vesso, 2014, p. 116), as well for those where coaching is ingrained as part of their overall
organizational strategy.
As seen in the literature, there are many models for coaching culture. While several
provide sound recommendations, often most are not backed by rigorous methods that can be
tested but rather are offered as experiential and anecdotal. This study was designed with the
premise of better understanding what it means to have a coaching culture in an organization by
seeking to establish agreement of how it has been defined in literature. This was done by
empirically investigating the union of coaching culture definitions and models, to establish a list
of important attributes for coaching culture. This is an essential and foundational component to
developing that needed tool to measure coaching culture, which had been largely missing in
literature.
While there is a lack of academic literature available showcasing studies that have
attempted to develop such an instrument, one research study by Agarwal et al. (2009), attempted
to measure the performance effects of coaching from a multilevel perspective. Another study, by
Vesso (2014), specifically aims to develop a model with which to evaluate the extent of coaching
within [Estonian] organizations. Vesso’s work is informed by Clutterbuck and Megginson (2005)
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and Hawkins (2012), who are also the most referenced authors in the coaching culture literature.
They are briefly reviewed below to highlight how industry-based literature has influenced
scholarly studies and the need for more rigorous methods.
Hawkins Framework
In his research on coaching culture, Hawkins (2012) offers a framework for creating a
coaching culture within organizations. Hawkins (2012) operationally defines coaching culture as
existing in an organization “when a coaching approach is a key aspect of how the leaders,
managers, and staff engage and develop all their people and engage their stakeholders, in ways
that create increased individual, team, and organizational performance and shared value for all
stakeholders” (p. 22). There are five elements of culture, which Hawkins espouses for the culture
of coaching, include artifacts, behaviors, mindsets, emotional ground, and motivational roots.
These elements help to elucidate what coaching culture entails, providing a schema from which
to understand Hawkins’ framework. Unlike the other elements, artifacts are tangible products, or
representations, of culture. For example, when pertaining to coaching culture, artifacts can show
up in the wording of an organization’s strategy and mission statement, and related
documentation, where coaching is promoted as a valued skill for its leaders and managers. The
behaviors element involves using a coaching style as way to encourage collective problem
solving and development. Mindsets, within a coaching culture, include a predominantly held
belief within an organization that options and choices in the face of challenges engage employees
more than a directive approach; they have a stake in the outcome. Emotional ground refers to the
mood of an organization, for example, where challenges are seen as opportunities for increasing
potential through learning and engagement. Lastly, motivational roots encompass personal and
professional commitments to ongoing learning and development, as well as the value of
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collective dialogue, exploration, and performance (Hawkins, 2012). The process through which
Hawkins created his framework is not made clear, nor does it appear to have gone through a
validation process. However, it has been used in research studies on coaching culture as with the
work of Vesso (2014).
Clutterbuck and Megginson Model
Clutterbuck and Megginson (2005) collate a compilation of experience and case studies
from working with organizations to offer a framework for thinking through, creating, and,
according to them, measuring coaching culture in organizations. In defining coaching culture,
they detail a lineage of [anthropological] culture and highlight documentation as a vehicle of
culture, layers of culture, and plurality of culture(s) (e.g., reality is socially constructed) (p. 16).
The authors take a blended stance of a “realist perspective” with “individualistic culture,”
meaning culture is an artifact that can be changed by willful action and everyone can make a
difference but more so through cooperation (p. 16). Applying such a stance to coaching culture
says that on one hand, coaching offers a safe space for individual expression, while on the other
hand it might be perceived as a requirement; a directive that everyone participate in a similar
way. From this thought process and literature review, Clutterbuck and Megginson set the tone for
their book by defining a coaching culture as one where “Coaching is the predominant style of
managing and working together, and where a commitment to grow the organisation is embedded
in a parallel commitment to grow the people in the organisation” (p. 17).
Key factors that influence the level of “energy” and engagement around coaching include
experience, capability, beliefs and values, integration, and dialogue (Clutterbuck & Megginson,
2005, p. 21). Capability refers to the competence people in the organization feel as coaches and
coachees (i.e., those being coached). Personal beliefs around how they “should” learn, and value
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they assign to the process of learning (e.g., drive to improve self) can directly influence their
willingness to participate, whether as a coach or coachee. Integration refers to an organization
maximizing impact of coaching by linking it with its HR systems (e.g., appraisal, learning
resources) and business priorities (e.g., strategic plans, vision). Dialogue involves the ability of
people, at all level in the organization, to be encouraged to and participate in speaking openly,
exploring ideas, questioning accepted practices, and seeking shared understanding and meaning
making.
The sources from which Clutterbuck and Megginson (2005) created their model include
the collection of the authors’ lived professional experience of working with coaching in
organizations, (limited) literature available on coaching culture, and cases presented at
conferences they attended. From these cases, they selected seven where the organizations that
presented more than simply offering one-to-one coaching. Clutterbuck and Megginson do not
offer more beyond that single selection criterion. Although not explicitly stated, they took a
qualitative approach in the examination of similarities as well as differences between the seven
case studies. Six core areas emerged, relating to the existence of coaching culture among the
selected organizations. Further investigation in their case study analysis resulted in four
descriptions that operationalize each area; totaling 24 elements for their model (see Appendix H).
Changing a culture requires that the critical drivers of the organization regularly and
thoroughly be addressed. The drivers (e.g., descriptions) presented for each of the six areas are
explored in depth in chapters four through seven. This deeper analysis of case studies offered by
Clutterbuck and Megginson (2005) lead to the classification of four stages in creating a coaching
culture and the development of questionnaires, associated with the areas and their descriptions,
from which to measure them.
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Measuring coaching culture can help participants (employees engaging in coaching
activities) and coordinators (of a coaching initiative) discover areas for improvement (e.g., the
process and performance of developmental practice), and review their learning relationship (e.g., the
frequency and quality of interaction) (Clutterbuck & Megginson, 2005). In examining the role of
measurement in the development and sustainability of a coaching culture, Clutterbuck and
Megginson offer three levels where it would be beneficial to establish a practice of regular
measurement to identify what stage an organization is functioning. The authors use the terms
assessment and measurement interchangeably when providing a detailed description of the
administration of and scoring for the questionnaires. There are two methods of scoring, depending on
intended purpose: measuring the quality of the relationship or behavior of the coach. Although the
process around scoring and questionnaires are presented, it should be noted that no method of item
development nor validation measures are provided. Leading one to conclude that Clutterbuck and
Megginson may not have validated their instruments, which can be problematic when subsequent
research studies use such a model.

The three levels for measurement proposed by Clutterbuck and Megginson (2005) are
“within the learning relationship,” “within the team,” and “the organization’s progress toward
culture change objectives” (p. 73). In level one, rapport and respect for each other can improve
the relationship between coach and coachee, and the behavior of the coach. The questionnaire for
assessing that relationship can be offered to both individuals in the coaching dyad. It is made up
of 16 items on which a participant answers two 5-point Likert-type scale questions (e.g., 5 – very
true and 1 – not at all true) – “How true is each statement?” and “How important is this factor to
you?” (Clutterbuck & Megginson, 2005, pp. 75). Examples of the relationship items include –
We are relaxed and able to speak openly; We have a high degree of respect for each other; We
are able to confront and discuss difficult issues openly; We trust each other; We both attach high
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priority to coaching sessions (Clutterbuck & Megginson, 2005, pp. 75-76). Examples of items
measuring coach behavior include – My line manager will make time for coaching discussions,
even when busy with other priorities; I have a very clear idea of what is required of me in my
job, and how my performance will be measured; I receive a lot of ad hoc, short-duration
coaching help from my line manager; S/he [line manager] helps me sort out priorities
(Clutterbuck & Megginson, 2005, pp. 77-79).
In level two, measuring attitudes and practices around coaching within a team can be a proxy
from which to measure coaching in the organization, as a whole (Clutterbuck & Megginson, 2005).

The questionnaire for assessing those characteristics in team coaching is also comprised of 16
items on which a participant answers the same two 5-point Likert-type scale questions – “How
true is each statement?” and “How important is this factor to you?” (Clutterbuck & Megginson,
2005, pp. 80). Examples of items measuring attitudes and practices in a team include – My team
leader sees his/her role as creating learning and coaching opportunities, rather than just ‘doing’
coaching; If someone is struggling, it’s the responsibility of the whole team to support them; We
are able to challenge each other’s behaviors constructively; We make time to help each other
learn, even when we’re under pressure (Clutterbuck & Megginson, 2005, pp. 80-82).
In the third level, Clutterbuck and Megginson’s (2005) assessment of an organization’s
progress towards a coaching culture is based on two principles; it should reflect issues they
identified in their research, and it should allow progress to be seen over time. As a result, they
arranged items in four categories that represent stages in that progressive journey – nascent,
tactical, strategic and embedded (Clutterbuck & Megginson, 2005, p. 82). In the nascent stage,
some coaching could be happening in an organization, but is inconsistent due to lack of
commitment demonstrated toward creating a coaching culture. In the tactical stage, the
organization values the establishment of a coaching culture, but does not fully understand what
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that means, and thereby what will be involved. There might be some systems in place for coach
training or activity, but they are not strongly linked with HR systems. In the strategic stage, an
emphasis on and importance of educating managers and employees in the value of coaching is
promoted actively in the organization and is tied to formal processes and evaluations but lacks
the informal. In the embedded stage, all employees at all organizational levels are engaged in
coaching, both formal and informal. The final questionnaire, for measuring an organization’s
progress toward a coaching culture, seeks to answer the question, “To what extent is the
organisation as a whole moving to integrate coaching into its deep processes of performance and
renewal?” (Clutterbuck & Megginson, 2005, p. 83). The format of this questionnaire is different
than the aforementioned. The authors structure it by providing an item for each of the four stages
that correspond to each of the model’s 24 elements, producing a matrix of 98 items. Excerpts of
items per each of the core areas across the stages can be seen in Appendix I.
Case Study. It is evident that Clutterbuck and Megginson (2005) put large amounts of
time, thought, and effort into their coaching culture model and offer applicable considerations. In
their book, beyond the cases from which they build their model, they offer a case study – the
Brivtic case by Tim Sweet. The backstory is that Mr. Sweet conducted a study, unknowingly at
the same time Clutterbuck and Meggison wrote their book, looking at how coaching makes a
difference at Brivtic; a company whose name is derived from “British Vitamin Products
Company” (Sweet, 2004). Sweet recognized there is an overwhelming lack of structured
approach to measuring and improving coaching skills and performance in organizations. He saw
an opportunity with the coaching culture model by Clutterbuck and Megginson. Although his
original case study was not aimed at collecting information to answer the questions proposed by
Clutterbuck and Megginson, Sweet retroactively applied his knowledge of coaching and

87

performance at Brivtic as an indicator of how it might score on the 98-item questionnaire on
progress toward a coaching culture. Sweet concluded that, “Overall, based on experience at the
time of this case study, Britvic were moving from B, tactical, to C, strategic” (Clutterbuck &
Megginson, 2005, p. 150). Sweet also claims that this conclusion “validates” the ClutterbuckMegginson model (Clutterbuck & Megginson, 2005, p. 150). Clutterbuck and Megginson
highlight this case study and Sweet’s conclusion as an example of how their model, specifically
the three instruments, offer valid measurements of coaching culture in organizations.
The Clutterbuck-Megginson coaching culture model is one of the only in literature that
have thoughtfully applied some structure to its development. The case and conclusion are offered
as an example to highlight the need for more rigorous methods on item and instrument
development, an understanding of what it means to have a valid instrument, and what claims can
and should not be made when using it to measure a construct.
Future Research
Drawing on elements from both Hawkins and Clutterbuck and Megginson’s work to
define and operationalize coaching culture in organizations; Clutterbuck and Megginson (2005)
define it well, but when operationalizing it, do not include some of the anthropological structure
of culture that Hawkins (2012) applies to his model. To refer to coaching in an organization and
to measure it as a culture, some aspect of cultural structure is necessitated. The culture taxonomy
developed in this study would be utilized rather than Hawkins because of the rigorous process
used to develop the taxonomy. Additionally, outside of developing a definition based on the
findings in this study, the definition for coaching culture put forth by Clutterbuck and Megginson
(2005) most closely aligns with the list of important attributes derived in this study, “Coaching is
the predominant style of managing and working together, and where a commitment to grow the
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organisation is embedded in a parallel commitment to grow the people in the organisation” (p.
17). Generally, coaching culture is present when managers have transitioned from a directive
approach to one that promotes and empowers (all) their employees; feedback is valued and
effectively used as a powerful learning tool that promotes personal and professional
development, and high trust working relationships exist. Additionally, it requires buy-in form
and participation of executive leadership. Meaning, [all] members of the organization engage in
candid, respectful [coaching] conversations, unrestricted by reporting relationships, about how
they can improve their working relationships, and increase individual and collective work
performance (Vesso, 2014 pp. 114-115).
One answer to a question at the end of their book, “So what needs to be done?”
(Clutterbuck & Megginson, 2005, p. 153), is to develop a validated instrument to measure
coaching culture. An important process included in the development of this instrument would be
ensuring content validity by undergoing a review process with subject matter experts (SMEs)
until consensus is reached to ensure accuracy of items, that they are free from bias, construction
or grammatical issues (Cronbach & Meehl, 1955). Next, the questionnaire could be piloted with
a sample of organizations where coaching appears or claims to be well established. This would
provide an opportunity to apply more sophisticated statistical analyses. Lastly, the model
presented by Clutterbuck and Megginson is a heavy lift with a lot of thought, effort, and
experience invested. It can provide guidance for developing an instrument that measures the
degree to which coaching culture is present in an organization, or an opportunity to test the
instrument itself by piloting and statistically analyzing the data to test how the items fit within
the model proposed by Clutterbuck and Megginson.
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Similar to Clutterbuck and Megginson’s four stages of coaching culture, one might use
Prochaska et al.’s (2001) transtheoretical approach for change in organizations as a theoretical
guide to the use of cultural levels found in the culture taxonomy as a way in which to measure
the stage or presence of coaching culture in which an organization might be at a given time in
their development. Next steps for a follow-up study include, developing a definition based on
this study’s findings and creating an instrument with which the derived coaching culture
elements can be measured. Assessment items will be developed from the list of important
attributes determined in this study, one set that measures what is promoted at the organizational
level and one set that measures employee behavior. This would allow an organization to measure
what elements are being promoted by an organization and whether those behaviors are observed
in the behavior of its employees (see Table 5.1). Such a coaching culture instrument could assess
the presence of each culture element in the organization. A determined level of representation
across all domains could symbolize a fully integrated coaching culture. Alternatively, the
presence of a portion of elements could offer an invaluable tool for identifying a gap in the
organization’s coaching culture, to which efforts could be targeted for improvement. Whether an
organization wants to take a staggered approach for building a coaching culture or consider full
implementation, such a gap analysis could offer a starting point from which an organization can
focus on for development and allocation of resources.

90

Table 5.1 Sample coaching culture assessment items
Organization
Employee
Organization
Employee
Organization
Employee
Organization
Employee

Organization
Employee
Organization
Employee
Organization
Employee
Organization
Employee

Characteristic Items
Coaching is an integral part of my organization's strategy
Coaching is an integral part of the strategic discussions with my coworkers
My organization encourages managers and leaders to take a participative
approach with team members.
My manager or leader takes a participative approach with me.
My organization promotes maintaining confidentiality in relationships.
My coworkers maintain confidentiality in relationships.
My organization promotes sensitivity to the identity, experiences, values,
and beliefs of others.
My coworkers are sensitive to the identity, experiences, values, and beliefs
of others.
Value Items
My organization works to build trust in all relationships.
My coworkers make an effort to build trust in all relationships.
My organization promotes integrity in all relationships.
My coworkers build integrity in all relationships.
My organization promotes trust in all relationships.
My coworkers build trust in all relationships.
My organization promotes openness and transparency in all relationships.
My coworkers are open and transparent in all relationships.

Note. Sample items created in collaboration with a research colleague.

Coaching has the potential to influence well beyond the individual client (Joanes &
DiGirolamo, 2021) or individual organization. When considering coaching culture from a
sociological perspective, a school could be considered an organization in which to establish a
culture of coaching. Coaching and mentoring has been shown to be beneficial to teacher
development (Mok & Straub, 2021), and teachers are uniquely positioned in a society to affect
change by modeling coaching skills. The school system could then become an extension of and
larger embodiment of coaching culture, falling in the meso-level of social impact of coaching
with potential to extend into the larger community at a macro-level (Joanes & DiGirolamo, 2021,
p. 4).
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“By shifting focus from the individual to higher level and more social structures,
coaching has the potential to bring about greater social change. When applied to actors
such as social entrepreneurs, or when implemented as coaching culture in whole
organizations, these micro- and meso-level changes can be multiplied and amount to
macro-level changes. Further, the use of coaching skills in everyday interactions can
increase understanding, trust, and collaboration” (Joanes & DiGirolamo, 2021, p. 7).
This type of inquiry extends the application of coaching culture across disciplines. Measuring
social impact of coaching could seem a boundless and daunting task. However, with teachers in
place as “social entrepreneurs” and a school or school system established as the “social
structure,” meso and macro-level boundaries could be defined within which the social impact of
coaching could be assessed using a coaching culture instrument (Joanes & DiGirolamo, 2021).
Developing a working definition(s) for coaching culture based off the important attributes
is in order, prior to developing an instrument to measure it. Because coaching and organizations
are multi-faced, a single definition may seem untenable (e.g., evidenced by the 23 definitions
presented in literature). One might envision that a shorter definition could be developed for each
element of (coaching) culture, crafted from the characteristics and values categorized within each
domain. This would require its own study design for the process of curating and testing of a
definition(s). Rather than multiple definitions these would be definitional segmentations; a single
description for each coaching culture element that could stand alone, but when put together
present a full depiction of what the presence of a coaching culture looks like in an organization.
Additionally, there is an opportunity for future research to investigate the role of various
coaching modalities within the context of coaching culture in organizations. Explicit inclusion of
various coaching modalities into coaching culture, such as internal coaching, team coaching,
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managers and leaders using coaching skills, and coaching supervision, were recommended by
respondents. These recommendations are supported in literature and seen in practice (HCI &
ICF, 2014).
Conclusion
Coaching culture is not a one-size-fits-all construct. Creating a coaching culture is not the
answer for every organization. It depends on the type of organization, nature of its work, and
quality of staff, and how the organizational leadership answers the question, “What kind of
culture does a company in our business need to have to survive and thrive in the next 10 years?”
(Clutterbuck & Megginson, 2005, p. 5). Therefore, making the case for creating a coaching
culture is not a one-size-fits-all endeavor. Rather, one that is grounded in circumstances of each
organization, individually, and the degree of commitment from its leadership. They should
consider not only the benefits of creating a coaching culture, but also the risks of not doing so,
such as the organization not staying current and competitive, change initiatives not being
sustained (e.g., embedded), getting stuck in the past rather than looking forward to create its
future, and key talent (e.g., high potentials) leaving. Clutterbuck and Megginson (2005) state that
an organization is more likely to have coaching embedded in its culture if at least two of the
following apply – reliance on the efficacy, loyalty and ingenuity of their people; expectation of
continuous, often disruptive change; commitment and capability of leadership to improve
organizational performance, starting with themselves (Clutterbuck & Megginson, 2005).
This study collated and integrated a spectrum of literature and reference types to create a
cultural lens through which to view coaching culture, specifically in organizations. It provides a
framework of attributes through which to view the continued study of coaching culture in
organizations, including application to or validation of existing models. The important attributes
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that emerged from this study contribute to bridging the practice of coaching and the academic
study of the profession, forming an empirically informed foundation from which other research
on coaching culture may be established.
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APPENDIX A. SEARCH CRITERIA
Any article is included in the Journal Articles category (Publication Manual, p. 316), without
prejudice to journal type or tier, if they appear in any of the scholarly searches using the two R1
university library systems described below:
R1 University A
1. Everything Search
This search uses the university library system and finds items from its collections along
with many electronic resources, such as journal and newspaper articles, book chapters, books,
reviews, videos, legal documents and much more. This search includes content from many,
though not all, of the individual databases provided by the university libraries.
2. Academic Search Complete
Multi-disciplinary full-text database with more than 8,500 full-text periodicals, including
more than 7,300 peer-reviewed journals. Indexes and abstracts more than 12,500 journals and a
total of more than 13,200 publications including monographs, reports, and conference
proceedings. Searchable cited references are provided for more than 1,400 journals.
R1 University B
1. Everything Search
This university’s online journals database offers results from subscription-based and open
access journals, newspapers, trade publications, magazines, and more.
2. Academic Search Complete
Provides access to over 10,000 journals and magazines across all subjects, as well as
news reports, images, etc.
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APPENDIX B. REPRESENTATION OF LITERATURE
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APPENDIX C. ICF CORE COMPETENCIES
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Note. ICF Core Competency Model used with permission
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APPENDIX D. CHARACTERISTICS
Coaching Culture Characteristic Items
Maintaining confidentiality
Remaining open, curious, and flexible
Establishing and maintaining agreements
Coaching is an integral part of the organization's strategy, measures, and processes
Aligning individuals and teams to meet organization goals
Planning and setting goals that will most effectively promote growth or enhance performance
Developing collaborative working relationships
Developing and maintaining relationships of mutual respect and trust
A safe and supportive environment
Using a coaching approach as the primary means of relating to, supporting, and influencing each other
Being able to safely challenge the status quo
All employees actively seek feedback
Remaining fully aware and present with others
Actively listening to what others are saying
Reflecting on and summarizing what others are saying
Asking questions that initiate learning when appropriate
Encouraging interactions that lead to greater awareness, insight, or understanding
Leaders tell stories that highlight the benefits of the use of coaching skills
Designing actions that will most effectively promote growth or enhance performance
Empowering employees at all levels of the organization
Regular performance evaluation
Managing accountability and progress towards goals
Celebrating progress and success
Evaluation of coaching initiatives (engagements, training, availability of resources, etc.)
A coaching approach is the primary leadership, development and learning style used in the organization
All employees are encouraged to learn and use coaching skills
Coaches are available for all employees
Coaching is embedded in the HR and performance management processes of the organization
Embraces all employees of the organization
Everyone has access to appropriate training, resources, and activities
Having a dedicated line item in the budget for coaching
Leaders and managers model coaching approaches
Linking coaching to a core business driver
Linking coaching to employee engagement
Linking coaching to employee retention
Providing formal coaching to senior executives
Providing formal coaching to senior leadership and management team
Supervision is available for all coaches
Coaching is available for all teams
There is a dedicated coaching champion or sponsor
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Encourages all employees to take risks
Encourage all employees to grow by moving beyond their comfort zone
Tolerates mistakes and encourages learning from them
Being respectful of others’ context and culture
Being sensitive to the identity, experiences, values and beliefs of others
Taking time for pause and reflection
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APPENDIX E. VALUES
Coaching Culture Value Items
Integrity
Honesty
Curiosity
Flexibility
Self-regulation
Accountability
Building relationships
Setting goals
Respect
Trust
Openness and transparency
Building rapport
Reflection
Effective communication
Communicating directly
Listening actively
Learning
Reframing
Strong questioning skills
Innovation
Self-awareness
Empowerment
Growth
Autonomy
Engagement
Working collaboratively
Empathy
Diversity
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APPENDIX F. IMPORTANT CHARACTERISTICS
Important Coaching Culture Characteristics
ID

Characteristics

32

Leaders and managers model coaching approaches

4

Coaching is an integral part of the organization's strategy, measures, and processes

8

Developing and maintaining relationships of mutual respect and trust

25

A coaching approach is the primary leadership, development and learning style used in the organization

1

Maintaining confidentiality

17

Encouraging interactions that lead to greater awareness, insight, or understanding

9

A safe and supportive environment

10

Using a coaching approach as the primary means of relating to, supporting, and influencing each other

2

Remaining open, curious, and flexible

45

Being sensitive to the identity, experiences, values and beliefs of others

20

Empowering employees at all levels of the organization

44

Being respectful of others’ context and culture

14

Actively listening to what others are saying

28

Coaching is embedded in the HR and performance management processes of the organization

43

Tolerates mistakes and encourages learning from them

16

Asking questions that initiate learning when appropriate

13

Remaining fully aware and present with others

37

Providing formal coaching to senior leadership and management team

26

All employees are encouraged to learn and use coaching skills

42

Encourage all employees to grow by moving beyond their comfort zone

7

Developing collaborative working relationships
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APPENDIX G. IMPORTANT VALUES
Important Coaching Culture Values
ID

Values

10

Trust

1

Integrity

21

Self-awareness

11

Openness and transparency

9

Respect

16

Listening actively

14

Effective communication

2

Honesty

3

Curiosity

27

Empathy

7

Building relationships

17

Learning

6

Accountability

22

Empowerment

23

Growth

26

Working collaboratively
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APPENDIX H. COACHING CULTURE MODEL
Clutterbuck and Megginson Coaching Culture Model
Core Area

Description

1. Coaching is
linked to business
drivers

1.1. Integrate coaching into strategy, measures and processes
1.2. Integrate coaching and high performance
1.3. Coaching has a core business driver to justify it
1.4. Coaching becomes the way of doing business

2. Being a coachee
is encouraged and
supported

2.1. Encourage and trigger being a coachee
2.2. You can challenge your boss to coach
2.3. Extensive training for both coach and coachee
2.4. External coaches used to give coaches experience of being coached
3.1. Integrate coach training for all
3.2. Coaches receive feedback on their use of coaching
3.3. After their training coaches are followed up
3.4. Coaches are accredited, certificated or licensed

3. Provide coach
training

4. Reward and
recognize coaching

4.1. People are rewarded for knowledge sharing
4.2. Coaching is promoted as an investment in excellence
4.3. Top team are coaching role models (who seek and use feedback)
4.4. Dedicated coaching leader

5. Systemic
perspective

5.1. Assume people are competent
5.2. Organic, not process-driven
5.3. Initiatives decentralized
5.4. Constructive confrontation

6. The move to
coaching is
managed

6.1. Senior group manages move to coaching
6.2. Line takes responsibility for coaching culture
6.3. Integrate coaching and culture change
6.4. Coaching supports delegation and empowerment

Note. Adapted from Clutterbuck & Megginson (2005) Making coaching culture work – Creating a coaching
culture (pp. 25-26)
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APPENDIX I. QUEETIONNAIRE EXCERPT
Questionnaire Excerpt for Measuring Progress Toward a Coaching Culture
Core Area and
Description
1. Coaching is linked to
business drivers
1.1. Integrate coaching
into strategy, measures
and processes
2. Being a coachee is
encouraged and supported
2.1. Encourage and
trigger being a coachee
3. Provide coach training
3.1. Integrate coach
training for all

4. Reward and recognize
coaching
4.1. People are rewarded
for knowledge sharing
5. Systemic perspective
5.1. Assume people are
competent

6. The move to coaching
is managed
6.1. Senior group
manages move to
coaching

Items
Nascent (A)

Tactical (B)

Strategic (C)

Embedded (D)

1.1.A. Coaching
happens without
reference to strategy
and process

1.1.B. Coaching is
referred to in
strategy documents

1.1.C. Managers are
measured on the
effects of their
coaching

1.1.D. Key
organization
performance
measures include
coaching outputs

2.1.A. People are
coached only if their
boss is keen on it

2.1.B. Coachees
are coached as part
of performance
management
processes

2.1.C. From
induction to
retirement people
expect to be coached

2.1.D. Staff seek
coaching internally
and from customers/
suppliers/ outside

3.1.A. Managers do
a range of coach
training or none at
all

3.1.B. Coach
training is widely
available

3.1.C. Different
coach training
offerings are
integrated

3.1.D. Coach
training pervades
development
opportunities and
agenda

4.1.A. Knowledge is
used as a source of
power

4.1.B. Knowledge
sharing is common
from experienced
staff to new
colleagues

4.1.C. Knowledge
sharing is used,
recognized and
valued

4.1.D. Knowledge
sharing upward,
downward and
between peers is a
way of life

5.1.A. Coaches
focus on plugging
skills gaps as seen
by the coach

5.1.B. Coaching
begins from
development goals
of coachees

5.1.C. Coaching is
fueled by learners’
dreams or
aspirations

5.1.D. Coaching
integrates individual
dreams and shared
organizational
vision

6.1.A. Coaching is
an HR/
Development
initiative

6.1.B. Senior group
endorse the move
to coaching

6.1.C. Senior group
demonstrate the use
of coaching in
achieving goals

6.1.D. Senior group
integrate
development of
organization with
use of coaching
style

Notes. Adapted from Clutterbuck & Megginson (2005) Making coaching culture work – Creating a coaching culture
(pp. 83-86).
The first number refers to the area (e.g., 1), the second number refers to a descriptive element in that area (e.g., 1.1
Integrate coaching into strategy, measures and processes), and the letter corresponds with the stage (e.g., A – Nascent).
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Administration of the Clutterbuck and Megginson (2005) questionnaire (Appendix I)
involves having employees circle one item in each of the 24 rows that corresponds to their
coaching experiences within their organization. Scores can be applied to each item depending
which stage it is located, e.g., nascent = 1, tactical = 2, strategic = 3, embedded = 4. Totaling the
scores can provide insight, across each of the core areas, on where an organization is situated in
the development toward a coaching culture (Clutterbuck & Megginson, 2005, p. 88). More
specifically, an evaluator could drill down into the details for each core dimension for more
insight into their developmental progress and where they might be able to focus developmental
efforts.
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